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INTRODUCTION 


Background, The industrial might of America is 
founded on the principle of sdopting new snethods, procedures, 
improvements and the develorment of new end better machines, 
The phrases often encountered, such as “ideas at work", or 
"do it better", sre a reflection of the basic American drive 
to improve and progress, While various techniques have been 
used to encourage this attitude among employees, the suggestion 
system is one of the readily available methods of encouraging 
and furthering this drive. 

Experience through the yeers hes ehown that sug- 
gestion syetems are effective ways of using the know-how 
and creative ability of the employee group, as well as build- 
ing goodwill through providing a means of earning extra com- 
pensation. 

The ides behind the suggestion system runs deep 
into the psychology of human relatione anc is based firmly 
on the inherent desire of all men for improvement in the 
conditions under which they live, for progresses and advance- 
ment, and for a better way of life (9, n.1). 

in modern times the suggestion system, in one form 
or another, has been known and used for more than half a 
century. Whether called a Suggestion Syetem, Beneficial 
Suggestion Program, Bureau of New Ideas, Proposal for 
Improvement Plan, or any of the various other titles under 


which it has served, the idea has been in more or less 
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constant use over a long period of years. 


History and Growth of Navy Beneficigl Suggestion 
Program. The first full fledged suggestion system in the 


United States was initiated in 1918 by the United Stetes 
Navy (11, p.276). The 65th Congress authorized the payment 
of cash awards for beneficial suggestions in the Naval 
Appropriations Act approved July 1, 1918, which reads in 
pert as follows: 


That the Secretary of the Navy is hereby 
authorized, in his discretion and under 
such rules and regulations as he may pre~ 
ecribe, to pay cash awards to civilian 
employees of the Navy Department or the 
Naval Establishment or other persons in 
civil life when due to a suggestion or 
series of suggestions by them there results 
an improvement or economy in manufscturing 
process or plent or naval material... 


The present existing legal basis of the Navy 
Beneficial Suggestion Program may be found in the provisions 
Contained in Public Law 600, 79th Congress, which was approv- 
ed on August 2, 1946, and in Executive Order 9817 of 
December 31, 1946, which authorize the Secretary of the Navy 
to pay cash awards to civilian employees of the Navy for con- 
structive suggestions which are adopted (10, p.1). 

Since 1918 the system has expanded beyond all ex- 
pectations, and during the fiscal year 1949 more than one 
hundred thirty Naval activities had suggestion programs in 
operation. These activities employed, on an average, over 
265,000 civilians, or slightly more than eighty per cent of 
the total number of civilians employed by the Navy in the 
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1 
continental United States, Territories and poeseesions. 


This expansion has made the Navy one of the 
leading gcvernmental agencies in the operation of employee 
suggestion programs. Many millions of dollars have been sav- 
ed through adoption of employee suggestione for improving 
wording methods and equipment, and the program is still grow- 
ing (2, p.1474). Table I shows the growth and annual operat- 
ing statistics of the Navy Seneficial Suggestion brogram over 
& recent three year period, The yearly records show thit the 
fiscal year 1949 has proven to be another year of increased 
activity in the sugrestion program. The 40,800 suggestions 
submitted resulted in the adoption of over 12,500 improvement 
ideas which will bring in an estimated saving of almost nine 
and one-half million dollars during the fiscal year 1950, plus 


important intangible benefits - an increase of nearly three 





million dollars over each of the two previous years. Employees 
are submitting more suggestions than were received in preceed~ 
ing years, and over thirty-one per cent of these ideas are 


2 
worthy of adoption. 
During the 1950 Fall Conference of the National 


Association of Suggestion Systems, the Departmzent of the Navy 
was presented with an achievement plaque for having the out- 


Standing Seneficial Sugzestion Program of all governmental 


1. information furnished by the Research Division, Navy 
Department, Washington, D.C. 


2. Information furnished by the Kesearch Division, Navy 
Yepartment, Washington, D, ©, 
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TABLE. I 


GAOWTH AGD OP EXATING SUCCESS OF THE 
WAVY SENEFICIAL SUGGESTION PROGRAM 
Fiscal Years 1947, 1945 & 1949 








eal 









For : ;  & : Total : Tangible 
FPiscsl : Sub : a iopted: pro= : Cash ; savings 
Year imitted: 109 >ceesed: Scessed,: awarded *(1st yerr) 
Ending ; semploy: : ° ol (Dol! igre): 
~June 30: > -@es ¢ : > eG 
1947 $23,201: 6.0 320,794: 6,072 : 29.1 3: 218,066 ; 6,095,695 
1948 :33, 6958 12.7 :30,809: 9,261 : 30.1 : 268,415 : 6,759,799 
1949 $20, 856: 14.2 :39,957:12,612 : 32.5 : 299,344 : 9,487,901 








Source: Navy Beneficial Suggeection Frogram - Quarterly 
Statement, Quarter Ending June 30, 1949, 
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departaénts,> The Navy was awarded this plaque for achiev- 
ing, Guring the year 1948, the greatest percentage of in- 
crezse in employee participation that was accomplished by any 
governmental agency (8, p.52r). 

Coordinetion and Control. The Navy Department 
delegates to each activity the authority and responsibility 
of conducting a suggestion program thet will fit in with the 
over-all system as coordinated and controlled from Washington. 
It is the mission of the Office of Industrial Helations to 
assure the continuous operation of a sound civilian personnel 
program throughout the Naval Establishment. The Office of 
Industrial Relations is organized to cover the entire field 
of personnel administration and, in so doing, acts as the 
controlling and coordinating agency of the Navy Seneficial 
Suggestion Frogram. Central guidance and assistance are given 
in order to foster high employee morale and augment the wor«- 
ing efficiency of the program (2, p.1473z). 

Navy Department Policy. bkach Navel activity is 
definitely acquainted with the policy of the Navy Department 
(10, p.1) with regard to incentive programs, as follows: 

The Department attaches great importance to 

the submission of constructive beneficial 


suggestions by civilian employees, both super- 
visory and non-supervisory, and looks to each 
activity to institute and conduct a sug,estion 
program as an integral part of the Navy's 
industrial relations program. 





3. A similar award was presented to Industry at the 1950 
Annual Fall Conference which was held on Cetober 25, 1949 
at the Hotel Statler in Cleveland. 








Functions of the Program. Employees must be en- 
couraged and reminded to think cre:tively, They must be ss- 
sured thst their suggestions will receive fair and impartial 
consideration. The means for investigating suggestions must 
be prompt and well organized. Fair awards must be given for 
sucn ideas as are adaptible for use by the ectivity. Sein- 
werth (13, p.10) states that these can be considered as the 
most important funetions of the suggestion program. Without 
their satisfactory performance, the purpose of the program 
would not be accomolished, 

Purpose of the Program. The purpose of the 3ene- 
ficial Suggestion Program (10, p.2) is also clearly defined. 
The Beneficial Suggestion Program is de- 

Signed to increase the efficiency of the 

service by arousing and stimuiating employee 

participation in the esubmicsion of ideas. 

Under this program employees receive cash 

awards or other recognition for adopted 

suggestions, Zhe program encourages creative 

thinking and effords a means through which 
employees may participate in the problems of 

the Navy, The program can be very effective 

in stimuleting the interest of employees in 

their jobs and has a high morale volue. 

The above statement is promulgated throughout the 
Naval Establishment and acquaints all activities with the 
basic purpose of the progran. 

Review of Related Studies. Many studies have been 
made and many surveys sre conducted periodicaliy for the pur- 
pose of determining administrative techniques, success, and 


attitudes toward the suggestion and award systems used in 
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industry and wie Governmental departments, as a whole, 
are surveyed along with the private companies and at times 
make good showings (8, p.52f). In a recent comparative study 
of the Navy Beneficial Suggestion Program with the suggestion 
and award systems used in forty-one industrial orgenizations, 
Becton (3, p.57) found that by comparison the over-all Navy 
progra is considered to be good, He states that "From results 
obtained...the Navy's program compares quite favorably." How- 
ever, that does not wean that the system is without defects 
or faults which can possibly be corrected if only brought 

to light. Any system can benefit from periodic revision and 


wax strong. 





4, The National Association of Suggestion Syetems (NASS), 
founded August 12, 1942 to strengthen suggestion system 
activities of members in industry, commerce, finance, 
enc government, conducts annual nation-wide surveys. The 
American Management Association has also been active in 
thie work, 
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STATEMENT OF WHE FROSLEN 


Scope and Organization, A Naval activity, for 


purpose of clarific tion, ean be considered any Bureau or 
Cffice in the Navy Department, Washington, D.C., Headquarters 
of the Marine Corps, or any Naval or Marine Shipyerd, Air 
Station, Ammunition Depot, Supply Depot, Crdnance Piant, 
District Headquarters, and any other Naval or Marine Corps 
establishment, station, or activity which constitute a 
separate command (10, p.4). Puring the fiscal year 1949, 
more than 130 such ectivities had suggestion progrems in 
effect. 

Very few of these activities are alike and the 
differences of each in size, function, experience end loca- 
tion indicate the vast diversification existing among them. 
The results will be variations in administrative techniques 
and also differences in the relative success of the locecsl 
suggestion program within each ectivity. 

Each individusel Naval sctivity is governed in the 
accepted manner of conducting a Beneficial Suggestion Fro- 
great by Instruction 25, eonteinec in a menual Known as 


? This instruction 


"“Nevy Civilien Personnel Instructions, "* 
ls explicit in some eases, and in other instances it is 


not strietly binding but merely suggests means of accomplish- 





5. The menusi known as "Navy Civilian rersonnel Instructions" 
(NCPT) is a two volume loose-leaf book, kept up to date 
by the substitution of revised pages. A separate 
*"Instruction® is provided in the manual for each of the 
major fields of personnel instructions, in all, 50 in- 
structions. 


i vam . EE es F ° 


i Re ee 
ew tome —_— —_ « lve 


a dhe ae ae 
— aaa ~ 
— <-> 








-_ i 
- ’ 
a 
: . « 
( 
@ 
' 
 —_— 7 
a a a 


—<_ 

I] 

7 ~ he = 
—" ee Se 
i 
<a 
- —=_ _ 
> 
‘ 
> SSE. eS) : 
: 

— ae 





ing the functions of the suggestion program; therefore, 
individual interpretation of instructions will at times 
be the controlling factor. 

Purpose of the Study. An extensive survey haa 
never been made of all the Navel activities conducting 
Navy Seneficial Suggestion Programs for the purpose of ob- 
taining facts and opinions regarcing the administrative 
techniques used by ea¢h activity in conducting its own pro- 
gan. Form reports ere periodicerlly submitted to the 
coordinating agency - the Office of Industrial Relations - 
end furnish information from which an evaluation cen be 
mace of the relative success of local programs; however, 
this data does not inelude the opinions, recomnendations, 
or attitudes of individual activities toward the program. 

It is realized that personalities, experience, 
and interest in the program will dictate the use of dif- 
ferent administretive techniques. As previously stated, 
technigues will necessarily vary with the ¢ifferent inter- 
pretation of instructions. Also, they sre dependent upon 
the size of the activity and the nature of its operations. 

it is the purpose of this etucy to make a com- 
parison of the administrative techniques used in all Naval 
activities opers ting a Beneficial Suggestion Program. 
Further, this investigation will note the major differences 


in the eadministration of the program, disclose traits of 


6. Information furnished by the Research Division, Navy 


Department, Waehington, D.C. 
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the progrem as a whole, suggest changes for improvenent, 
and recommend areas for further study. 

Cn the oecasion of winning the National Assoc- 
lation of Suggestion Systems Merit Award for increased 
participation in suggesticn system activity, Secretary of 
the Navy Francis P, Matthews wrote the Chiefs of all Bureaus 
and Offices, Navy Department and the Commandant, U.%.Marine 
Vorps stressing the importance of the suggestion program. 
this clreuler letter, atteched aa Appendix A, is quoted in 
part as followa: 


ooo Lk Suggest that you cause a check to be 

made of the effectiveness of the Seneficial 
Suggestions Program in the various activities 
under your management control, and take appro- 
priate steps to insure that the Navy will reap 
the benefit of all of its employees' ideas for 
improvement. 


It is hoped that this study will be of some assistenee in 
evaluating the effectiveness of the Navy Progrem. 

| It is also intended that this study evaluate the 
suggestion system as a whole, as conducted in all the Naval 
activities, from the standpoint of importance as a chsnnel 
of communications, With reference to this point, Daniel 
Katz (4, p.149) states: 


»-.the communication process that should exist 
between the renk and file and supervisors, in 
terns of desirable human relationships, has 
broken down because the specific roles written 
into the organizational functioning heave not 
fostered this development. ...TO remedy this 
picture a new organizational gadget is intro- 
duced, namely a suggestion system. The sug- 
gestion system now enables the worker to by- 
pass his supervisor and get his idea to a higher 
level of management. Suggestion systems may 








PROCEDURE 


The Questionnaire. In order to determine the 
udministrative techniques of each naval activity, and gather 
certain facts and differences of opinion, it wes necessary 
to devise a questionnaire that would odtain all the necessary 
information and retain the cooperation of the participating 
ectivities. Very often, surveys ask for cold facts and have 
little iife or personality. To be of value, they must of 
necessity be factual but also the questionnaire used in the 
survey can be worded in a manner that will retain interest 
in the study from the individual activities replying. 

A rough Craft of the questionnaire was distributed 
to members of the Beneficial Suggestion Committee at the 

~S.Naval Supply Depot, Great Lakes, Illinois. The interest 
shown in the project was gratifying and many worthwhile sug- 
gestions were offered - resulting in revisions, additions 
and deletions to the original questionnaire, 

In devising the quectionnaire, an attempt was made 
to make it reasonably simple for each Naval activity to res- 
pond to all sixty-seven questions with the least amount of 
difficulty on their part. It was possible to answer all 
questions by sim: ly checking the eppropriate blank, or by 
inserting a word, sentence or number. 

Questions were selected which would cover all 
phases of the program and bring attention to the differences 
of acministretive techniques among the Naval activities par- 


ticipating in the survey. In some instances, the questions 





13 
asked were aimed at assessing the attitude toward the vro- 


eram of those persons who had filled out the questionnaires. 


4) 


uestlons were based on six areas of the study, as follows: 
1) General, (2) Attitude, (3) Policy, (4) Procedure, 

5) Promotion, and (6) Performance. A copy of the official 
covering letter and questionnaire will be found in Append- 

ices B and C., 

A statement was made to each activity surveyed, 
both in the covering letter and in the questionneire, that 
the individual rercponses would be treated as confidential 
and oniy the summarized results of all activities would be 
reveslec. It was also emphasized that upon cempletion of 
the stucy, all questionnaires would be destroyed. It wae 
Delieved that by so doing, sincerity anc truthfulness in 
questionnaire responses would result. In order to retain 
the complete cooperation of ali activities, the covering 
letter also attempted to explain the reasons for conducting 
the survey. 

The Survey. The questionnaire and the official 
ecvering letter were sent to all Naval activities that had 
concucted a Beneficial Suggestion Program during fiscal 
year 1949, excluding a few activities which have since been 
pleced in ea maintenance status. The number totaled one 
hundred fifty-two Navel end Marine Corps activities. 

The names of the activities were obtaineé from wave 


listed in the four Navy Su:-gestion Program quarterly 
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— for fiscal year 1949, as hreving submitted 
quarterly reports to the Office of Industrial Relations. 

It was felt that a complete survey of all activi- 
ties would be much more meaningful and useful than a small 
sample which would necessitate determining if the statisti- 
col results were, or were not, significant. The percentage 
return on any questionnaire distributed by mail is governed 
by so many variables thst the exact prediction of return is 
virtually impossible, It was anticipated, however, that 
close to a one hundred per cent response would be obtained 
because of the fact thet the covering letter was of an offi- 
cial nature and moet activities would be reluctant to ignore 
it. 

All questionnaires were mailed on December 29, 1949 
and in the covering letter ea request was included that 
questionnaires be completed and returned by January 20, 1950 - 
eighty per cent of the questionnaires returned were received 
prior to that date. It was realized too late that this 
would make it aifficult for activities outside the continental 
limits to meet the deadline. Twenty-five questionnaires, 
or twenty per cent of the 125 questionnaires returned, were 
received after the deadline but all responses were used in 
the study. The tabulation of data was commenced two weeks 
after the deadline and at that time §2,2% of all questionnaires 


distributed hed been completed end returned, 





7. The Navy Beneficial Suggestion Program Quarterly Statements 
are prepared and distributed by the Office of Industrial 
Relations, Navy Department. The activities listed therein 
represent those points at which Beneficial Suggestion 
Committees have been established. 
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Data Collected. 
| 





naires have been tabulated esented in 


thet follew, 


= i 


——— . oS 
Appendix D gives a summary of the survey results 


in tabular form. It indicates the total number of activities 


thet answered each question and the percentage of aectivities 


thet selected each response in each individual question. 
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COMFUEITION . a8 SUGVPY DF ST. I SUTION 
BY ACTIVITY, QUMRAU OF OFFICE AND 























PRACEATAGE OF QUESTIONNAINOCS HETUARED 

Activity, : Ruestion- ‘ @Question- ‘+ Percentage 

Bureau of Office : nelres : nalres 3 Returned 
>: Distributed : Returned ° 

Bureau of seronautics: 30 ° 27 ; 90.0% 

Bureau of Ordrance =: 26 ; 19 73.1% 

Chief of Navel : ; 

Operations 23 : 19 S265 

ea. of Sucplies ; > : 

Accounte : 22 : 17 : 77. 3f 
Bureau of Shios ¢ 19 : 16 Su 208 
Bureau of Hedicine $ : ; 

& Surgery ; & : 6 ; 75.0% 
Offices of Kaval : : : 

Material f 5 ; 6 : 75.0% 
Marine Corpe t 7 : 7 : 166,08 
Bureau of Kavel ; : : 

Personnel : 7 : 6 : &5.78 
Bureau of Yords ; ; ; 

& Docks : 2 ; 2 ; 100.0% 

: ; ' ' (a) 

Totel : 152 : 125 : G2, 2% 





(a) This reoresente the percentage of questionncires returned 


by all activities and ig not the ever percentage of 
return from eath individual Activity, reau, or Office. 
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RUMESCK AAD } CENT CP ACTIVITIES 

IG BACH SIZE ap FUNCTION Gaouw 

THAT FEEL TAR OFPOGRTURITIOS FOR 
TAEIA GRIP LOYRES TO FATE SUCCRSTIONS 


If WORE LIMITED THAR IW OTHER ACTIVITIES 



































Size 3 Funetion Group ; Kumgber 3 Per Cent 
Group :; ; Anewering : Answering 
> £ 3 22 : TUR: Iv: v : *¥ea* "Yea" 
A oth oe > © Oo a bk & Fos 16 ; UO ¥ 
8 ry oe Br Ft Ga Fs 15 : 469 
Cc Peete © ae i G 6 22% 
: : : : : : : 
D = © kere ek Oa Ct 3 : 208 
- © & wet O72 Oe 8 I 1 6% 
- | e £ ¢ e e 3 e 
Rumber °= : 3 3 $ : ' : 
AM@vering: 7 : 9 : & 3: § : 16 ; 4a g —— 
*Yes* : : ; : ; : ; 


19% 





Per Gent: 
Anewering: 27% 
SVvee* : 
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(a) Thie represents the pereentege of affirmative answers 
received from all saetivities in resconse to Question 3. 
It is not the average nercentere of return from esch 
ingivideal Grour. 





TABI 7 
4MOURT OF GABR AWneD, 
BOTH PRESENT AND SECUMHONLED, 
FOR CIVILIAN EAP LOYOES SUBMITTING 


SJEVEFICLIAL GUGGEITIONS WAICR ARE aDOPTEN 














Estimeateé 4 Present : Fresent Aecomurended 
First Year's : Cach : Per Cent of : Per Gent of 
Savings : Awe ra . First Year's : Firet Yeer’s 
: : Savings : pavings (a) 
$1,000 : 850 : 500% : 8.6% 
: ; : 
$10,000 : $275 : 2.75% : 6.4% 
$1,000,000 : £6,625 0.16% : gg 
° ° ° 


fa) The recommend-tions are the averages of 31% of the 
vei setivities surveyed that felt the rresent 
cash aweré was too emell. 














AVERAGE SILS OF sVGGSrTION CURAITTRES, 
AVERAGE CASH AWARDS, FYRCERTAGES OF MINIMUM AWAADE, 
AND PORCENTAGE OF ISTANGIBLE SAVIN@S FOR 

NAVAL ACTIVITIOS CONDUCTING 

BRAEFICIAL SUGGESTION HPOGRAMS, 


BY FUNCTION GROWS, FOR FISCAL YEAR 1949 








: Average : : Pereentege ; Percentage 
Funetion ‘ Number of : Average : of all > Of Adortions 
Group :Persons on : Cash : Suggestions : oa in 
:Sugeeetion : Award : Adopted : Intangible 
‘Committees ; : Reeeiving + Savings 
: : ; Binimum : 
P : ° Awards ; 
i 
: 7.4 > $26.94 : he 7% : 39% 
: 3 : : 
| ; €.3 : @82.55 : 63. 4¢ : 3he 
; 466.60 06s ASO.kA 49 6% hag 
Iv : 6.8 +: #29,10 : 24s Leg 
v s 6.3 + 639.93 « 50.0% om 
a 
Averege’®! 7.2 5 $42.39 Bu Se : 42.3% 
{e) This is the average of all activities responding and is 


not a eleple average of the Group averages. 





TABLE Vil 


AVERSGE AUNGBCR PUlTCNS SUPPLIZD aNpD 
USED, SUGGESTION BOXRE, AND NATIC 
OF EXTLCYESS TO EACH SUGGESTION BUX 
FGR KAVAL ACTIVITIES CUNDUCTING 
BENEFICIAL SUGGESTION PROGASMS, 


BY FUNCTION GROUPS, FOR FISCAL Yaar 1949 

















> Average i: Averege << <Avermge  < Average 
tion ; Sumber of : Ratic of : Rumver of : Number of 
uD > Suggestion : Employees :; Fosters > Posters 
; Boxes , to Heeh ¢ Supplied 3; Used 
; Box ; : 
I 15 ; «16722 21 ; 20 
il : 30 : 13331 é 32 4 31 
ITI 1 > UPStn 13 i 
IV 14 > (usa: 16 > ow 
v : g SS:1 : LO t & 
Average ® ; 16.8 : afm : 12 3 = az.e 





{a) This is the average of all activities rescondéing ané 
is not e gimple average of the Group averages. 





FREQUENCY IN SHICH SUMGESTIONS 4h COLLECTED 
ryQs THE SUSE “1 OW SULES BF PAVAL. ACPIVITICS 
CONDUCTING SENZFICIAL SUDGESTICN PUGH ANE 
BY FOUWCTION GROUPS, FOR FIS¢alL YUAR 1949 














Funetion: Per Cent : —" 
Group f0f Activ thee! OE 
: Anawor ing . Daily >: Weekly : Weekly : Monthiy : Menthly 
Pt. 77 c_ “ans »«§ &@M we ES eS 
me «a 56 ; Pete «a © © Cm 8 
liz: 9h ew 2 F BS + bet CO 
Iv : 78 , ¥F ~ me » & | D : 5 
- ww ay _emm : &£€ it tet 
ueorage ™: &3 2 2h 13 : >, a: 3 : 12 


(a) Simple eversce of the Group avereges. 





KRETHODS SY which SUGHEyTan IS ABLE Te 
TRAN GMIT SUGSCESTIO#SS TO THe succor 1 
CUMMNITTEE IN12l NAVAL ACTIVITIES 
CORDUCTING BENEFICIAL SUGGHEITION PRUG AAD, 


FOR FISCAL YBAK 1949 





Per Cent of the 

















| : Number of , 
Methods of 3 $ 
| : Activities . 121 fetivities 
Epapraeperen ‘ ‘Using Eaeh ' Using Zech 
. Fethod : Fethod 
Suggestion Box . 97 : ox 
Office Mail : 97 : SO% 
In Person ; Bu : Log 
w.3. Rail 4g hos 
Totel ag7 ‘*? - 


@@ @08 








TPR, Soa al RTS Pier ES ee Se oer 6 ee A cee 


(a) This figure totale more then 121 because meny 
activities use more then one wanner of treans~ 
wmitting suggestione to the committee, 





¢ > at be) 
: ° 
PAMLe X 


YPERSORS WRO COeDT 


vf 


CT INVESTICaTIOws 
IN 121 BAVAL AOTIVITION 
CONDUCTING SENEFICIAL SUGGESTIOW WAOCHAMD 
FOR FISCAL YRaR 1949 





eae a 














Persons ; Number of : Per Cent of the 
¥ho Conduct ‘ Activities : 121 Activities 
Investigations : Using Each : Using Rech 
: method ; Ketnod 
Technical or ‘ a 
Steff personnel : 51 ° hog 
Pert Time 3 : 
Investivators : BO : hog 
Supervisory ; : 
personnel » : ALS ; 38% 
Other '#) : 23 : 19% 
Full Time ; : 
Investigators : 12 : 10% 
° b} ° 
Total : 161 ; = 


(a) "Other" includes: aprcinted investigating comalttees, 
members of Seneflicial Sugrestion Committee, and 
departments concerned, 


{e) This figure totals more than 121 beeause some 
activities use more than one menner of investigs ting 
suggestions, 








y AOC AD) ' FOR BOTIFYS 
SIMO LlT IS OF NEITCTIOC#® ARP AVAND 
I# 122 RLVAL AOTIVITIC 
COMDUCTING PEMNEPICI€L SUGCRESTION rinerans 


FOH PIGCAL Y&aR 1946 





Notifiestion for: 





Rejection Awerd 


oe eo oe 


Rethods 


ee #0 80 ©9 se 00 





of > Nugber of ; Bof 122 : Suber ef : ¥ of 122 
sAetivities ;Activitiee :sActivities :Activities 
Notificetion :Using Each ;Using Bach :Using Each :Ueing Zach 
Fethod ; Wethod Method : Kethod 


ee ¢e 
ee 
ae 











Fersonsl Letter 


> («103 ; gue ; 87 ; oN 

Personal Contact : uF 5 39% 7o 57% 

Form Letter : 23 ety: , ss —' 
Notice on : ) . 

Bulletin Board : @) t 0 ; 11 ; or 

other '®) : 4 , 35 ; 5 : 4s 
i : 

Total : 77 : - ) ge '» : ~ 








(a) "Other" includes: notification in activity orgen, 
telephone contect, supervisor, and recorder. 


(b) Figures totel more than 122 because some activities 
uee more than one manner of notifying sugrestere. 














TABLY XTi 


NECURDE MAINTAINED IN ADMINIONYESING THE 

SUGGESTION FROGRAW IM 120 NAVAL ACTIVITIUD 

GUNDUCTING BENEFICIAL SUGGESTION PROGRAMS 
FUR PISCAL Yeah 1949 














——— Number ef ; Per Cent of the 
netnteinee otegteacs, | outages 
. Record . Record 
Serial Kumber File 79 66% 
Alphebetical Name File T5 63% 
Bubject File ; 67 : 56% 
Avard Winners File : LG : 29% 
‘ther ‘@) ; 20 : 17% 
_ Bepartzent File 12 ; 10% 
Total : 299 (b) ) ae 





(a) 


(b) 





"Other" includes: follow-up file, alrhabetiecally by 
rejections, commendations anc winners file, Kerdex 
process file, and types of suggestions flie., 


fhia figure totels more than 120 becsuse many ectivities 
maintein more than one typoe ef recori. 
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TABUR ALI 


INCENTIVES, IW aDDITION To rosTera, vom 
TO 2QTIMULATE TUS @VGGE2TIOW PROGRIS 
IE 120 RAVAL ACTIVITIEZ 
CONDUCTING BENEFICIal. SUGUESTIUK PaoGcmaxe 
FOR FISGAL YEAR 1949 











@e ve 




















° Number of % of the 
Ineentives ; Activities : 120 Activities 
Used : Using Tach : Using Each 
: Incentive t Incentive 
Bulletin Boerd Metice  :;: SO : 67% 
-' g : 
Activity Orgen : 57 ; sieve 
ee t : 
Pereonal Conteet : 64 : 539 
Other (a) 31 obs 
Direct Hall : ii : 9s 
Tetel a5; ‘»? ah 
4 : 


(a) "Other" includes: redie, payroll inserts, tale, 
Leceal newepapers, public eddrese system, beck of 
felephone bock, honor roll, snd contests. 


(>) This figure totals sore then 120 beeause many 
activities use more than one type of incentive. 





ASLO XIV 














AVEAAGKR MARISUN AWARD ORD FIVET YEeR'S EAVING 
rUn SUGGEITIOND «ITH TAVGISIE SEXSFITS 
If €1 WAVAL ACTIVITIES AY PUWCTION Guo (a) 
Pune tion 7 Nuscber Average Averege Award 
Group : Activities : Maximum : First Year's : as % of 
> Anewering * Award  ; Savings > Sevings 
I 20 $319 : $41,041 12% 
1I 19 $356 ; $60,949 : - 58% 
I1z : 14. ; 6692 : $22,872 : 3.03% 
Iv 16 : $295 +: $15,366 > «1.91% 
: : ‘ : 
V : 12 oe « $96, 352 : . 36% 
) — I~ | | 
Aversze (ol; : $392.30 : 45,665.21 ; aes 
| | i ¢ : : 


(a) Intangible awards, where savings could net be 
measured in dollars @nc cents, heve been excluded, 


(bo) This is the average of all sctivities responding 
and is nst a simple average of the Group averages. 





eo 
TABLE XV 
AMOUNT 99 FUOACERIACE DlerTRIauTicgs 
OF THE RAZTIKGON CAGM AWARDS 
EVEN FPRESEFTED TO SUGOTCTTRS 


IM 6) MAVAL ACTIVITIES, 3Y FUWCTIO® GaouP 





&mount Function Group Average 
Cf Cash : é Per Cent ‘@) 
aumase , 1% 7*r* i) we! 
i a an ii Ta eel (eee denen ame 
Up to 7100 2 258: 265: 7%: 25% BzGs 23.28 
° ; 3 4 
F101 to 8275 =: NOE: hee: 79%: 50%: 58%: 4 Se 
8276 to $1,000 : 20%: 21%: Oo ; ioe: 8: 12.0% 
$1,002 ena over ; 10%: 11%: 14S: 6%: 99: 10,06 








(a) Simple aversge of the Group everages. 





TABLA XVI 


AVERAGE WUMBER OF EMPLOYEES, PORCENTLOE OF YONES, 
AND P4CRTICTIP (TION SATES FOR BAVAL ACTIVITIES 
CONDMCTING GEREFICIAL PUGGESTIOW FROGRAKRE 


2Y FUNCTION O80UPS, Pow fiscal YEAR 1949 




















a oi a 2 u . 5 
Function : Averege : Tercentage :Participetion: Corrected 
; Nu@ber cf : of Employees :; ita te * Perticiostion 
Grom : Civilian: thet cre ; (Ro. of * Rate 
: Cuployees : Vomen : Suggestions 3 (Bo. of 
: t : per 1GCO *: Suggesters 
: : > emloyees) : oar 100 
. : > «= ep loyrer) 
I : 628 : 15.2% ; tee : Q, 
7 383; 34,98 +: #£«13.08 :  §= «856 : 20.2 
Tit : a,4n0  : 7.9% : 2.9 : Z. 
1¥ : 1,996 ;: 31.268 : 6.0 : 5.4 
: ; ; ; 
v : 78: 1 0% : 4.2 : 3! 
Avernize™): 2,153 : Pe 6% : 14.7 ; 10% 





(a) This is the average of all activities responding 
and ig not a eimrie everege of the Croup averages. 
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DISCUSSION AND INTERPRETATION 


questionnaire Returns. Completed questionnaires 





vere returned by one hundred twenty-five activities. This 
was &2,24 of the one hundred fifty-two questionnaires which 
hee been distributed. In addition to the activities return- 
ing questionnaires, two activities replied with letters only, 
explaining why they were unable to complete the quectionneire. 
One stated that it could not divert the efforts of the 
activity from its normal functions in order to supply the 
informstion requested, unless a directive to do s0 was re- 
ceived from the Navy Department. The other activity did not 
consider the questionnaire sufficiently important to warrant 
a reply and referred the matter to its cognizant bureau in 
Washington for a decision in the matter. 

Table II shows a composition of the survey dis- 
tribution by activity, bureau or office and the number and 
percentage of questionnsires returned from each. It is in- 
teresting to note that the percentage of return was over 734 
from each of the ten activities, bureaus or offices. The 
returns are, therefore, large enough from each group to be 
meaningful. 

Returns indicated thst the activities surveyed 
head a positive interest in the subject and the majority had 
devoted considerable time and thought to completing the 
Guestionnaire. Most activities utilized the space provided, 
and margin area, for additionel comments. Approximately 14% 


appended official or personal letters in order to express 
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themselves more fully end completely, explain probleme peeu- 
liar to their activity, and explain certain administrative 
techniques. A few enclosed sample copies of various reports, 
schedules, certificates and award pins. Nineteen activities 
requested copies of the results of this study. 


segregation of Activities. For purposes of con- 


parison and ease of presentation, all of the 125 activities 
thet cooperated in the survey are grouped into five eategories 
according to function, and also into five categories accord- 
ing tc size, 

1. Funetion. These groups will be referred to by 

Roman numerals, Each is composed, as nearly as possible, of 
those activities generally having the same function, as follows: 

(a) Group I, entirely "Aviation", is composed of 
twenty-six activities under the management 
control of the Bureau of Aeronautics. 

(b) Group II, principally "Shipyards", includes 
sixteen activities under the mansegement control 
of the Bureau of Ships, nine activities under 
the Chief of Naval Operations, and one activity 
under the Bureau of Yards snd Docks. It is 
composed of a total of twenty-six activities. 

(ce) Group IlI, entirely "Ordnance", is composed of 
eighteen activities under the management control 
of the Bureau of Ordnance. 

(a) Group IV, principally "Supply", includes seven- 


teen activities under the management control 
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of the Burequ of Bumplies an¢d Aecounts, five 
activities under the Office of Mavel Material, 
three activities under the Msrine Corps, and 
two activities under the Buremu of Fedicine end 
Surgery. It is composed of a total of twenty- 
seven activities, 
(e) Group V, entirely "Administration", includes 
ten activities uncer the manegement control 
of the Chief of Naval Operations, six sctivities 
under the Bureau of aval Personnei, four activi- 
ties under the Sureau of Medicine and Surgery, 
four under the Warine Corps, ana alse includes 
the four administrative activities located in 
Weshineton for the Buresu of Aeronautics, Bure 
@€eu of Ordnance, Office of Naval Meterial and 
the Sureau of Yards and Docks. The Group ie 
comosed of a total of twenty-eight activities. 
2. Size. These groups will be referred to by capi- 
tal letters, Sach aetivity is placed in one of five grouns 
devending on the averege number of eilvilian employees renport- 
ed for fiscal yeer 1949, Table III shows the distribution 
of activities according to alize anc function, 


Results. In presenting the results obdtainea from 


' the survey, each area of the study will be considered geparat- 


ely, and questions vertaining to esch srea will be discussed 
in@éivieually. Appendix f gives a summary of the survey resuits 


in tabvler form, It indicates the total nusber of setivities 
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34 
thet answered each question end the percentages of ectivities 
that selected each rescsonse in eech individuel question. 

1. Genersl. The General area of the study is con- 
posed of questions: 1, 2, 4, 6, 9, 10, 16, 45, 59, ana 67. 

The results of question 1, "Name of Activity", are expleined 
in Table II which gives the percentage of return for each 
tyre of activity. 

Question 2 asks: "Date your Beneficial Suggestion 
Program was started." One hundred-seven activities answered 
this question, disclosing that 37% of the suggection programs 
had been initiated sinee the end of World War II. Eleven 
per cent of the programs were installed between 1918 and 1941, 
prior to World War II, Over 50% of the progrems were started 
during the war yeers, anc the majority of these commenced 
operetion prior to July, 1943. It might be interesting to 
note that, among the one hundred-seven sctivities answering 
this question, the total period of sugcestion activity is over 
seven hundred years. 

All activities responding answered question 4, which 
asks: "In your opinion how effective is the Beneficial Sug- 
gestion Program at your activity?" Sixty-nine activities, 
or 55%, replied that the effectiveness of their program was 
"satisfactory." Fifteen per cent described it as “below 
average", while 224 called it "better then average." At 
each extreme, namely the "very poor" and "excellent® ratings, 
we find 4% of the activities. One activity that marked its 


program “below average”, stated as the reason: *.,.because 
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35 
of poor utilization of suggestions for benefit of activity. 
Poor committee action," 

Only three activities did not answer question &, 
which asks: "Do you recommend thet all personnel in uniform 
participate in the Suggestion Program on an equal basis with 
civilian employees?" Fifty-seven per cent of the 122 activi- 
tiles replying answered "yes." Fifteen per cent thought that 
it should be limited to "Enlisted Personnel only", and only 
28% of the activities anawered "no," 

the results of the survey indicate thet the maJjor- 
ity of Naval activities hold the same opinion es Becton (3,p.57) 
who, as & poeait of his comoarative study of the Navy Program 
with the systems used in industry, stated: "A program that 
has proven its value many times over to civilians employed by 
the Navy can be made much more effective by extending it to 
the personnel in uniform." A committee has been established 
in the Fersonnel Policy Board to study the matter of presenting 
cash awards to military personnel but has not as yet made any 
specific recommendations. ‘ 

Question 9 asks: "The present instructions provide 
that 'no award shall be paid to any officer or employee for 
any suggestion which represents a part of the normal require- 
ments of the duties of his position.’ Do you feel that this, 
to a certain extent restricts the number of possible good sug- 


gestions?” All 125 activities answered this question, 60% of 





7. j%&Informstion furnished by the Research Division, Navy 
Department, Washington, D.C. 
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them said "no*, while 40 answered "yes." The following com- 
ments sre typical of thoce which were expreased: 


It is sometimes difficult to determine and to 
convince suggester wherein sugyestion is part 
of regular duties. Furthermore, decisions 
ere not uniform between activities. 


Personnel have in some instancea adopted the 
Gefeatist attitude that the sugsestion will 

be considered part of his position and will 

not bother to either check further or submit it. 


Limits the little extra effort which might result 
in a velvable idea. 


It is human nature to do only what one must 
do. Absence of monetary incentive is bound 
to restrict to some extent. 


it 18 difficult to draw a line to decide if 

or if not part of duties. This regulation is 

in dire need of clarification. Many suggestions 
are not forthcoming beccuse potential sugzesters 
have nothing to gain. 


'Normal requirements of the @uties' is too 
broad a statement and practically eliminates 
supervisors from receiving awards. 


--- instruction eliminates an incentive to 
exercise initiative. 


It undoubtedly restricts the number of 'sug- 
gestions’ though not necessarily the number of 


‘improvemente' as supervisors make 'improvements' 
without submitting them as suggestions, 


.--d0 not recommend change because it would 
establish a precedent of award for normal duty. 


Many of the comments which were volunteered indicat- 
ed that some ectivities find it difficult to determine whether 
or not some of the sugrections submitted represent s part of 
the normal requirements of the duties of the suggester's posi- 
tion. As pointed out by Seinwerth 1% 1s almost an impossibil- 


ity to write up an eligibility policy in which every problem 
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and decision will be anticipated. He satatea (13, p.5tp), 
"Eligibility provisions must of necessity be specifically 
formulated to meet requirements of different industries, var- 
ious types of organizations, and the kinds of work found with- 
in the orgenizations, The crestive thinking expectancy for 
each individual job depende entirely upon Sanagement's own 
evaluation." He further adds, "There will always be so- 
Called 'borderline eligibility cases', which will require sound 
Judgment to interpret and resolve in the best interests of 
both the suggestion plan and the company recuirements. It is 
always well in such cases to lean to the side of liberality... 
Ae auch we should never let up in our continued efforts to 
explain eligibility and to educate all employees with respect 
to the provisions of the eligibility policy." 

Only one activity did not enswer question 10, which 
asks: "To your Knowledge, have you ever had an employee 
attempt to keep an idea or an invention a secret with the 
intention of using it for versonal advantage or selling it 
for more elsewhere?" Ninety-six ver cent of the 124 activities 
reolying answered "no." Only four per cent had exmerienced 
this situation and these five activities are all large, being 
in Size Groups D and &E, 

"To what extent has the suggestion program contri- 
‘buted to the success of good employee relations et your activ- 
ity?", which was question 16, was answered by 122 activities. 
The majority, 61%, felt that the program had helped employee 


relations "to a moderate degree." More ectivities, 20%, stated 
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that the program hed helped “very little" than the 17% which 
Delieved it had contributed "a great deal." One activity re- 
porting very little help volunteered the following comment, 
"However, management is definitely at fault since they do not 
pursue this objective." Only two activities reported that 
the program hed not contributed at all to the success of good 
employse relations, and these activities were both in Group I A, 

The response to auection 45 of the quectionnaire, 
which asks, "Do your employees sometimes use. the Suggestion 
Progrem as an outlet for grievances, without also submitting 
@ suggestion on how to improve the situation?" was very large 
ae all except one activity answered. Sixty-four per cent 
answered "no" and the remaining thirty-six per cent said *yes." 
The majority of comments elicited by this question indicsted 
that those ectivities which answered "yes* qualified their 
answer by steting that the situation arose "seldom", “very 
rereiy" or “occasionally.” Other typical comments were: 

These grievances are answered and are used 

by management to study trends. Many expose 

conditions in the area of human relationshins. 


The worst abuse is an attempt to use program 
to get ordinary maintensnce items accomolished. 


No, we have a grievance systen. 

Forty per cent of the activities answered "yea" to 
Question 59, which asks: "Has your activity ever adopted any 
suggestions that were developed at other naval activities?" 
Of those activities answering in the effirmative, 50% did not 


have a record of the number adopted; however, the remainder 
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indicated that the everage number of edontions was five. 
Sixty per cent of the 116 activities responding answered 
"no" to the question, 

Question 67 ie of a general nature and should be 
discussed in this General area of the study; but, because 
this question was purposely put at the end of the questionnaire, 
in order to elicit concluding remarks, it will be better to 
present the results from it after sll other questions heve 
been discussed. 

2. Attitude. The area of the study concerned with 
Attitude is composed of questions: 3, 5, 6, 11, 12, 13, 14, 

15, and 55. 

All activities answered question 3, the first under 
the heading of Attitude, which asks: "Do you feel that the 
opportunities for your employees to make suggestions is more 
limited in your ectivity than in-others?*® To this dbestios 
67% anewered "no" and 33% said “yes." It is interesting to 
note that fifty-nine per cent of the activities in Group V, 
with the main function of Administration, answered "yes" to 
this question; also, forty-nine per cent of the activities 
in Group A, with less than five hundred civilian employees, 
answered "yes." Table IV shows the percentage of activities, 
in both function and size groups, thet responded in the affira- 
ative to this question, The responses indicate that the smaller 
non-industrial activities feel that their work is not as con- 
ducive to beneficial suggestions as that in some of the other 


activities. 
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the activities answering "yes" were asked to state 
their reasons for answering as they did. The following conm- 
ments are typical of those expressed: 


Not an industrial station, therefore not much 
opportunity. 


Only maintenance ~ not a shipyard. 


Large number non-English speaking, illiterate 
employees, 


Due solely to the nature of the work verformed., 
Majority of the employees engaged in clerical 

end storage duties, 

Due to the fact that this base is engaged in 
maintenance and logistic services in comparison 
wlth other activities which cre highly industrial. 


Because all employees are in the clerical field 
and suggestions are only in the office. 


Offices handling caper work are not as fertile 
territory as plents handling materials or 
opereting machines, 

Question 5 asks: "Do you feel that the suggestion 
progran at your asctivity is worth ali the effort and time 
expended sdministering it?" Only two activities did not 
answer the question and 93% of those responding revlied "yes." 
Three activities said "no" and six activities indicated thst 
they were “undecided. " 

*If you had your choice, would your activity con- 
tinue to conduct a Beneficial Suggestion Program?" was the 
wording of question 6, This question obtained exactly the 
same resvonse that was received from question 5. In both in- 
stances 93% of the activities replied in the affirmative. 
it brought out the fact thst, if given their own choice in 


the matter, those few ectivities that felt the progrem was 
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KY 
not worth-while would discontinue to conduct a program. 

All activities, except one, answered question ll 
which reads: "Do your employees have the attitude of indif- 
ference toward the Suggestion Program?" Thirty-six per cent 
answered “no" thet indifference did not exist. Eight per cent 
replied "yes", it did exist and fifty-six per cent said thet 
it existed “to a moderate extent." These figures show that 
@ total of sixty-four per cent of the activities believe they 
are faced with en attitude of indifference among their employ- 
ees. It is interesting to note that those activities clain- 
ing indifference were not clustered in any one group but were 
scattered among all the different categories of function and 
Size. The condition brought to light by this question indic- 
ates thet unlese something is done to correct the situation, 
there is a good possibility that the program will fail at 


those activities where an attitude of indifference exists. 


The same belief is held by Gates (5, p.1187) who states: 


The principal cause of failure in the plans 
which have not met with success or which have 
gradually lost the employee's support has been 
indifference en the part of the employees. This 
indifference can usually be traced to one or 
more of tne following causes: 

a. Poorly introduced system 

b. iImoroperly planned routines 

ec. Lack of interest on the part 

of management 

Gd. Hostility of supervisors 

e. Delay in considering suggestions 

f. iInevfficient awards 


Ninety-one per cent of the 122 activities responding 
answered "no" to question 12 which asks: "Do you feel that 


the limit of good suggestions from your employees has just 
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about been reached?"® Nine per cent replied "yes" to the 
question. There is a direct relationship between this ques- 
tion and the preceeding question on employee attitudes. If 
a high degree of interest is predominant among the employees, 
then there is no limit to the possibility of receiving bene- 
ficial suggestions. Roethlisberger and Dickson (12, p.185) 
have the gsme opinion and, as early as 1929, made the follow- 
ing observation with regard to their experiments on working 
conditions and employee efficiency at the Western Electric 
Company: "What imoressed management most, however, were the 
stores of latent energy and productive co-operation which 
eleerly could be obtained from its working force under the 
right conditions. And gemong the factors making for these 
conditions the attitudes of employ*es stood out as being of 
predominant importance..." 

Question 15 asks: "If the relation between labor 
and menegement were considered to be harmonious to e high 
degree, do you feel that suggestions would still be ferth- 
coming without the use of a formal suggestion system and 
promise of award?" The majority of activities, 59%, answered 
"no", while 41% of the 124 activities responding answered 
"yes." The following comments are representstive of those 
that were volunteered: 

It is believed a suggestion program would 

etill be necessary to keep employees aware 

of the fact thelr ideas were needed... 


The cash award is the best incentive regardless 
of relationship. 
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Yes, providing there wae a method by which 
the employees received public recognition. 


Yes, as to older employees - not as to younger. 
Yes, but not as many as under a formal progran. 
The type of comments received indicate th» t even those who 
answered *yes" to the deesiion & not feel strongly that 
suggestions would still be forthcoming beceuse most have 
found it necessary to qualify their affirmetive answers. 

To question 14, "What is the primary objective of 
the Suggestion Program at your activity?" exactly 508 of all 
activities responding said that "monetary savings" was their 
prime objective, There were 28% thet stated “improved in- 
dustrial relations" was the primary objective, and 22% select- 
ed an objective other then the two mentioned, The mejority 
of those stating a different objective than the two choices 
given, indicated that either "safety" or "increased efficiency" 
was the main objective. On the other hand, the National Assoc- 
lation of Suggestion Systems determined from their 1949 survey 
that the majority, 69%, of the 300 companies participating 
felt that “improved industrial relstions" was the primary 
objective and “monetary savings" was secondary (8, p.25). 

That is in direct opposition to the results obtained from 
tnis stucy of Naval activities. 

It is felt thet there can be no final anewer to 
this question end it is not too imvortant which objective is 
pated higher. The main thing is thet both objectives ere 


gsined to the fullest extent. Seinwerth (13, p».132), in this 
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connection, has noted, "It is difficult to say just what is 
the principal value of a suggestion plan... There does not 
seem to be much question tnat a well-administered plan will 
result in both better employee-employer relations end more 
progressivenees and efficiency in the business...one is al- 
most entirely dependent on the other, and it would be im- 
possible to achieve either to any extent without achieving 
both," 

In regeponse to queetion 15, which asks: “Which 
(techniques) do you consider to be the most importent?", 12% 
selected “techniques used in giving recognition to good ideas", 
and only 9% chose "techniques used in rejeeting suggestions." 
The greater majority of activities, 79%, indicated that they 
considered them of equal importance. This question did not 
give much information and for thet reason will not be dis- 
cussed further. The actual techniques of recognition and re- 
jection will be covered in the discussion of questions 48 and 
49 in the area of Procedure. 

Question 55 reads: "Do you feel th-t the eash awards 
as now provided are: too small, about right, or too high?" 

A total of 124 activities answered this question, Thirty-one 
per cent of them thought’ that the cash awards were "too emall", - 
and sixty-nine per cent esid thet they were "about right," 
None of the activities thought the awards were"too high." 
Fifty per cent of the activities that said the awards were 
too small desired a straight percentage of from 5% to 25% of 
the first year's savings; the other half of these activities 
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recommended thet the cash awards be increased, but on a 
gliding scale. Table V shows the average recommended percent- 
ages of first year's savings as submitted by the activities 
thet felt the present cash awards were too small. It is sig- 
nificant that not one activity surveyed considered the ¢ash 
awards as now provided to be too high. 

The National Association of Suggestion Systems 

(S$, p.27) as a result of their 1949 survey, notes: "...10% 
of the savings still is the most universally used percentage." 
in thet survey the NASS determined that only nineteen per 
cent of all its members in industry, commerce, finance and 
government have lower or higher percenteges than 10% as the 
basis for awards. The Navy with its sliding scale commencing 


at 5% of the first year's savings falls within this small 
eh This is not new but has been true for a number of 
years. The NASS survey for 1945 indicated that the percentage 
award figure most generally anes then was also 10%, The sur- 
vey results revealed that a few companies exceeded this amount 
up to a high of 50% (6, v.67). The Navy by comparison is low. 
Becton (3, 0.30) also holds this opinion and, as a result of 
his comparetive study of the Navy Program with industrial pro- 
grams, states: "The Navy's seale of award seems to be noti- 
ceably lower in comparison with the awards permitted in the 


‘verious industries... it compares somehwat unfavorably with 





®&, Information furnished by the National Association of 
Suggestion Systems, Chicago, Illinois. 
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the scale allowed by the companies surveyed." 

As previously mentioned, Gates said that one of the 
causes of an attitude of indifference among employees is "in- 
sufficient awards" (5, p.1187). We learned from the response 
to question 11 that indifference is believed to exist in 
sixty-four per cent of the Naval activities conducting Bene- 
ficial Suggestion frograms and since the Navy also pays low 
awerds there is a good possibility that insufficient awards 


is one of the ceuses of the situation, 


Many comments were volunteered by the activities 
centered around the issue of e fair reward for the efforts 


of the crestive mind. The following are typical of the com- 
ments expressed: 


There ie need for a $5 award; it would en- 
hance the value of the $10 award. Sugvestions 
saving over $1000 should not be penalized if 
savings or other values are confirmed therefore 
straight 5% would be better. 


We have $5.00 minimum award. 


Believe the percentage of award to savings 
drops too sharply for the large savings. 


Reports..., show a high percentage of $10 
awards, Suggections in this category include 
worthwhile ideas which currently have little 
use...2nc, also, many ideas which are relatively 
inconsequential but which have been adopted. 

It does not appesr equitable to pay the same 
award for beth. If provisions could be made for 
a &5 award it would save aprroximately $1500 a 
year at this activity; it would increase the 
value of $10 as an award... 


Provisions should be made for a minimum cash award 
of at least $3.00 for suggestions which do not 
necessarily have a monetary saving, but aid in 
better working eonditione,... 
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3. Policy. The area of the study concerned with 
Policy is compoeed of questions 7, 17, 18, 31, 33, 35, 36, 
38, 40, 41, 42, 43, 44, 46, 47, 51, 56, 57, and 60. 

"Would you recommend that the commanding officers 
of individual activities be emvovered to approve payment of 


awards higher than $275.00 for any one suggestion?” is the 


way thet question 7 reads. Seventy-eight per cent of the 


activities reeponding answerec “no* to the question, and twenty- 
two per cent answered "yes." The majority, 74%, of the activi- 
ties that replied in the effirmative indicated that the higher 
amount should be $500.00, while 17% desired that the amount 

be increased to $1,000,00, 

Question 17 asks: “Do you guarantee to all employ- 
ees, in writing, th-t no one shall lose his job or have his 
pay cut because of a suggestion made by him or enother worker?" 
Only 11% of the activities enswered “yes" to this question. 

One hundred nine, or 89%, of the activities replied "no." 

The majority of comments volunteered by those 
activities answering "no" to the question indicated that most 
activities had not considered it necessary to do 60. Typical 
comments are: | 

No, but believe it a good ides. 


No, but this policy is well understood by 
all hands. 


This idea is passed along by word of mouth. 
Hes never appeared necessary. 


No, and cannot see why this should be needed. 
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We have never thought of this -— see no need 
of it. Simply doing this would be likely to 


suggest a line of thought to employees they 

apoarently do not now have. 

Denz brings out the fact that it is often contended 
th. t the widespread use of the suggestion system will tend 
to decrease employment; but, he believes the conservation of 
man-hours and material means just the ocposite - it means 
more jobs (1, p.4). Evidently this contention exists in 11% 
of the Naval activities because they see fit to ease any ap- 
prehension the employees may have by issuing a guarentee in 
writing. Byrne (1, p.29r) offers a solution to the problem 
and states: "In order to overcome the fear thet adoption of 
& suggestion may lead to the loss of a job the only thing to 
do is to sell the suggestion plen. A successful suggestion 
plan tekes mutual understsnding and trust. * 

Eight activities did not answer question 18, which 
reads: "Does your activity uee the number and quality of 
proposais from each employee as factors to be considered in 
raising wages and in making promotions?" Seventy-nine per 
cent answered "no", and the remaining twenty-one ver cent 
replied "yes." Various comments were offered by those activi- 
tiles that answered negatively to the question, some of which 
are quoted below: 


No, however, informal acceptance of this 
idea has recently been discussed, 


Legality of so doing is questionable. 
No - but when he is otherwise under con- 


sideration it is an item for evalusting 
his potential. 
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Considered only in case of two employees 
Otherwise evenly matched. 


Only to the extent it is a minor part of 
the employees service Jacket. 


Mosher and Kingsley (7, 7.541) feel that when the 
value of suggestions eannot be evaluated in monetary terms, 
the rewards for sugrestions shoulé consist of increased est- 
eem, Salary advencement, promotion and publie recognition. 
They state: "If nonfinencial ineentives are to be used,.. 
it is necessary for the administrative staff to go to some 
lengths in sponsoring the policy and in making it Known that 
an employee's suggestion record will be accorded due weight 
in connection with advancement and promotion." There were 
21% of the Naval setivities that answered the question in 


the affirmative and evidently they feel that the good sug- 


gester should receive an additional remuneration, as do Mos-~ 
her and Kingsley. Three comments suodmitted by this group, 
which are typicsl of all others, follow: 

Mexking promotions only. 


Yes, to a small degree, will make more use 
of this in future. 


Interest in the work being done, ability, 
initiative, ete., are eonsidered in making 
acaministrative pay inereases and promotions - 
sugrestions evidence this. 

Ninety per cent of the activities said "no" to 
question 31 which asks: "Some commercial Suggestion and 
Award Systems allow the suggester to remain anonymous, if he 
30 desires, rather than require him to identify himself, Do 


you believe auch a plan would work more efficiently in your 
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activity than the oresent system?" It le interesting to note 
that some of the remaining ten per cent that enswered "yes" 
to the question setuaily have anonymous systems in effect, 

A few tyolcal couments fro® this group are: 
Anonymous system is presently used, 
It is being done here if sugrester so elects. 
Our system has always been the anonymous systen. 
It 1s the most favored; however, this is optional 


with any individual employee. 


Suggecters may request anonymity at this Shiv- 
yard; only about one per cent request it. 


This activity requires the suggecters name on 

suggestion form but provides a space for hi® to 

indicate whether he does or does not desire his 

name to be revealed to persons making the in- 

vestigation. This system is considered very 

satisfactory. 

On the other hand, some of the activities that 
answered "no" gubmitted the following typical comments: 

No, but believe idgea is good. 

It is not possible to make anonymous ewards. 


Many suggestions require contact with sugg¢ester 
to obtain actual data. 


Ssuggesters are frequently contacted during 
adoption consideration for elaboretion on their 
ideas end given an opportunity to assist in the 
final solution. 

From the findings of F. A. Denz (1, p.5) we cen see 
that few persons desire anonymity. He states: "...when en- 
ployees hsve been given the ontion cf submitting suygestions 
either signed or anonymously, over 99 per cent of the sug- 


gestions received are voluntarily signed." 


Question 33 asks: “Do you allow the suggescter to 
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sit in as an observer in the meetings of the suggestion conm- 
mittee?" A total of 121 activities responded to this question 
of which the large majority, 74%, said "no"; and the remeipdng 
26% answered "yes." <A great number of the activities in Size 
Groups A and B said th: t they maintained this policy, whereas 
only a few of the larger activities answered in the affirmative. 
This woulc seem to indicate thrt this policy would put too 
great a burden on an activity with a large number of employees. 
Typical examples of the comments received follow: 

Yes, if they desire. 

Not always possible due to distance involved. 

Would be serious loss of production time, 


No, but no reason why he could not attend 
if he so requested. 


if his presence is desired by committee 
he sits in at the meeting. 


Question 35 reads: "How many persons constitute 
your Beneficial Suggestion Committee? How many are civilians? 
Navel officers? How many represent management? How many are 
employee representatives?" Table VI shows the average number 
of persons on the Beneficial Suggestion Committees in each 
Function Group. It was revealed that ean average of 7.2 per- 
sons constitute the committees at the 113 activities which 
answered this question. Of this number, 78%, or 5.6 persons 
of each committee are civilians, and the remainder, 22%, are 
Naval officers. Thirteen per cent of the activities have no 
Naval officers on the suggestion committee. Forty-three per 


cent of the committees do not have employee representctives, 
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Of those activities allowing represent:tives of the employees 
to be membere, they ere outnumbered three to one, with 754 
representing menagement. 

It is interecting to note thet 8%, or 9 of the 113 
activities responding, have less than five members on their 
Beneficial Sugrestion Committees, even though the Instructions 
¢tate that the membership will eonsict of five or more nersons 
(10, p.4). Eighty per cent of all committees with less than 
five members were clustered in Size Group A indlesting thet 
the small activities found it difficult, possibly owing to 
lack of cersonnel, to assign at least five persons to their 
committees. This discrepancy was not pecullar to any one 
Function Group but was found, to some extent, in all five. 

The majority of the Navel aetivities, 57%, did re- 
port having employee representatives on their committees. 

Thie seems to be the best procedure accerding to Feldman 

(6, p.264), who stetes: "“Bmployee representatives on the 
suggesticn committee are found helpful because they tend to 
keep the employee's point of view before the other members 
of the committee and because they ingpire more confidence in 
the justice of the plan on the part of the workers.* 

"How long do committee memders cerve?” is asked 
in question 26, One hundred nineteen activities answered 
this question and revorted thst 61% of their members serve 
for an “indefinite veriod"; 244 serve for “one year"; and 
the remaining 15% serve from “eighteen months" to "four years." 


One of the larger activities has the policy of rotating 25% 


oy 


of the committee members annually. 

Oixty per cent of the 119 activities responding to 
cuestion 38 anevered "yes." The question asks: In your 
activity, when an idea is accepted by the sugjyestion committee 
enc put into effect, does its adoption become mandatory for 
all designated departments?" Some of those answering "yes" 
qualified their answer by adding the comment, “provided it 
4g adaptable to other dep: rtments. " 

The remaining forty per cent answered "no" gnd some 
adéed comments, a few of which follow: 

No, shops end depsrtments too diversified. 


Awards are made only sfter widest possible 
adoption. 


No, except those of administrative nature. 


No, however, Department reviewing sugrestion 
ig responsible for full utilization, 


Question 40 asks: “Is the membership of the Sug- 
gestion Committee published to the employees?” The large 
Majority, 84%, replied "yes"; and the remaining 16% of the 
122 activities responding said "no," 

In enswer to question 41, "How often does the Bene- 
ficial Sugvestion Committee convene to consider sugrestions?" 
replies renzed from "bi-weekly" to "every 4 months.* The 
following replies were received by the indicated per cent 
of the 121 activities responding: “as necessary" ~- 354; 
"monthly" - 26%: “weekly, or less" - 20%; “every two weeks" - 
15%; and “every two to four monthe® - 4, 


Gates (5, p.1187) mentioned thet "delay in consider- 
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ing suggestions" is one of the causes of oan attitude of in- 
difference existant among the employees. The results of 
Quection 11 incicated thst indifference is believed to exist 
in 64% of the Naval activities. Since so many of the Commit- 
tees convene infrequently, there ie an excellent possibility 
th:t this delay in considering suggestions is one of the 
causes of the existing attitude of indifference toward the 
Program, Seinwerth (13, p.76) believes that reguler weealy 
meetings of the committee should be held cn a stated day and 
&t a @efinite hour, 

"® two year limitation period is used in the pre- 
sent Beneficial Suggestion Program. Do you feel th»t this 
limitation period should be changed?"1is asked in question 42, 
The responses showed that 91% said "no" and feel the time 
limit should not be changed. On the other hand, 9% feel that 
the time limit should be shortened, most of these indiceted 
their preference was “one year." The National Association 
of Sugrestion Systeme (8, p.26) determined by their 1949 
survey that the one yesr limitation period was favcred by 
63% of the companies particivating. 

Question "4% asks: “In order to win the cooperation 
of supervisors, some commercial Suggestion and Award Systems 
provide for paying the foreman or superintendent a bonus based 
on the total number of ideas turned in by men under him, coupl- 
ed with ample publicity for him as well as for his wen. Yould 
you recogzmend thet this policy be adopted by the Nevy Sug- 


gestion Program?" The majority, 60%, of the activities re~ 
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plied “no* to thie question end the remainder, 4O%, answered 
"yes." A great many comments were offered regariing this 
Question which showed thet a great deal of interest is canter- 
ed around the problem of how to win the cooperation of super- 
visore, The following comments are typical of those expressed: 
No, not worth extra work maintaining records, 


It would be unlimited in Shinyards since the 
men would have 2 or 3 supervisore. 


No, but recognition letters to such suner- 
visors accomplish a similar purpose at this 
setivity. 

NO, would encourage collusion. 

Undeciged, I believe the succece of the program 
depends on the interest of the various super- 
visors; however, the above sugrestion seems 
dangerous. 

Yes, strongly in favor of this, sure fire method 
of getting supervisors to push program. It com- 
pensates him for his efforts. 


Yes, definitely. This would enhanee program 
greatly. 


Yes, to the extent of formal recognition but 
not any monetary awardee. 


In answer to question 44, "How are awards for sug- 
gestions with intangible benefits determined?" the grest 
majority of activities indicsted that they had no fixed pro- 
cedure nor method of determining the value of suggestions in- 
volving intangible benefits, other then committee discussion 
of each individual case. It would be too lengthy to attempt 
to list all comments submitted in answer to this question, 
but a few will be presented which sare considered to be typical. 


Left up to the diseretion of the comnuittee. 
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This is always difficult. Each case must 
be considered on its merits... 


e have no definite standard. 


Individually in ench case after heated 
discussion, 


In general, minimum award for suggestions 
with no tangible savings. 


There is no determinate scale. Each sug- 
gestion is discussed individually and award 
determined. This procedure is not too satis- 
factory, however, and it ig hored thet a 
better and consistent method can be evolved. 


Degree of hazardness or helpfulness, originality 
and application.’ 


By use of point system presented at fastern 
Regional NASS Conference - New York, May 6, 1948, 


foken award (minimum award). 

No set rule is followed, the committee evaluates 
the merit of a suggestion, It might be advisable. 
for OIR at Navy Department to establish guice 
lines which would be uniform at all activities. 
Rule of thumb estimate. 


Illinois Central Method X 2; i.e. $10 award 
minimum inetead of $5. 


Safety, health and morale factors. 
By committee considerstion of scope and the 


potential gain or loss. This is the most 
difficult of sil evaluations... 


of the Army Civilian Personnel Regulations 
E 3, May 1949, 


By Beneficial Suggestion Committee using their 
own good judgment according to the circumstances 
of every case. Do not believe it is possibie to 
ley down sny formula for this. 


Three activities indicated that they used the 


We are guided by the criteria in Department 
Tllinois Centrsl Railroad system as a guide for evaluating 
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intangible suggestions. For thet reason, an outline of this 
system is presented in Anpendix ©, The reason that thie 
system was selected over any other was because, as far as 
this writer could determine, there were no more than three 
activities that used the same fixed procedure or method in 
evaluating their intangible suggestions. Gates (5, p.1158) 
states that in regard to the establishment of a suggestion 
system there should be "a provision to insure as nearly uni- 
form valuation of suggestions as possible, * 

Question 46 asks: "In your activity, what ie con- 
sidered a suitable time limit for the acknowledgment of sug- 
westione?" The responses indicated a range of from “one day" 
to “two months" as the time required to acknowledge sugges- 
tions. Eighty per cent of the activities acknowledge within 
“one week"; and the majority of the remaining twenty per cent 
perform this task in "two weeks." Some, however, admit that 
it takes them from "two weeks" to "two months" to acknowledge 
a suggestion. 

It is gratifying to note that the majority of 
activities attempt to acknowledge suggestions almost immed- 
ietely; but the minority, which are careless snd have undue 
delays in handiing their suggestions, are only contributing 
to a lack of euccess in their suggestion programa. In the 
following, Feldman (6, 9.261) explains the great importance 
the suggestion has to the suggester and how he can becone 
discouraged by undue delays. He states: 


Some of the negative hindrances to sug¢estion 
systems are the unpleasant experiences after 
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suggeations have been submitted. The attitude 

of a suggester is usually like that of an 

amateur writer who has sent a etory to a maga- 

zine. He is fired with his idea; he is sure thet 

it is extremely important; he is keen for a reply, 
ana he interprets every day's delay either as an 
augury of success or as a proof of neglect. 

“When he receives no acknowledgment and there is 

a long delay he ie discouraged... 

Continuing our discussion of the time involved in 
handling suggestions we look at queetion 47, which reads: 
"What is the average length of time required in your activity 
for the processing of suggestions after receipt?" The res- 
ponses indicated a range of from “one week" to "six months" 
ag the time required to process suggestions, A few activities 
were unable to indicate the average time needed for this 
function because it varied so much, Thirty-six per cent of 
the activities require “one month", on the average, to pro- 
cess suggestions; and twenty-six per cent indicate that an 
average time of “two months" 1s needed, The majority, 624, 
of the 112 activities responding process in one or two months 
as indicated above; but, 22% claim it takes them about "four 
months." The next group, composed of 11% of the aetivities, 
needs "two weeks"; while, at the other extreme, 5% admit need- 
ing “six months" time, on the average, to complete the func- 
tion of processing suggestions. 

It is recognized that on individual suggestions 
this period of time can vary all the way from several days 
to several years, because many fectors affect the apeed of 
handling and processing. It is not practicable to set «4 
time limit for this function. Seinwerth (13, p.141) gives 








a 
his solution to the problem by saying: "About all thet can 


be done is to keep everlactingly at it, making every effort 


evory day to answer suggeetione completely and promptly. 


But never, never, sacrifice thoroughness for speed!" 


Question 51 esks: “Do you preeent the award to 
the sugzester prior to the suggestion being put into opera- 
tion?" One hundred seventeen activities anewered this ques- 
tion, 72% of whieh replied "no"; and 28% answered "yes." 

It is interesting to note that forty per cent of Size Group A 
answered in the affirmetive that they do present the award 
before the suggestion is put into effect; but not one of 

the larger activities in Size Group E cleimed doing thia, 

It would seex that the majority of Naval activities, 
especially the larger ones, have the same outlook on this 
question as do certain suthorities in industry. Denz (1,p.28) 
states: "fmployees are just as much interested in seeing 
their ideas in use as they are in the cash and there def- 
initely shouid not be any payment unless the suggestion is 
put into effect." Seinwerth (13, p.139-) also feele the 
came way and says: "...the award should not be paid until 
the suggestion is aetually in effect. Thus the suggester 
is Deing paid for value received... It 16 true that the 
awards are delayed somewhat longer by holding up payment until 
the idea is in use, but this is more than offset by tne other 
adventages. " 

Question 56 asks: "On what type of savinge do 


you base your award?" The majority, 56%,of the sctivities 
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surveyed replied thet they used “net savings"; and, 44S said 
they used “gross savings" on which to base their awards. 

It is6 the intent of the Office of Industrial Nelations, 
Navy Depcrtment, that all Naval activities will use “gross 
savings" in governing the cash awards to civilians for bene- 
ficial suggestions,” This instruction has been published 
and promulgated to each individual Navel activity in NCPI 
(10,p.9), the wording of which is "...A total estimate of 
the annual savings is made for the first year after the 
sugeection is adopted. Alli computations should be shown. 
‘Overhead’ or ‘Burden’ should not be considered. Cost of 
adoption should be shown," 

It is interesting to note that the above instruc- 
tion does not specifically state whether gross savings or 
net sevings will govern awards. Inasmuch as the majority, 
56%, of all activities surveyed are using the wrong practice, 
it ie this writer's opinion that the cause is merely a mis- 
interpretation of the wording in the instruction. 

In our discussion of question 55, under the area 
of Attitude, it was brought to light that the Navy's scale 
of awards is low. If most of the activities base these low 
awards on "net savings", then the suggester is being doubly 
penalized. 


The NASS Survey for 1949 determined that there has 





9. Information furnished by the Research Division, Navy 
Department, Washington, D.C. 
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been a swing from using gross savings as a basis of figuring 
awerds to the use of net savings. It should be pointed out, 
however, thet even though there has been thie sewing to net 
savings, 10% of the savings still 1s the most universally 
used percentage (6, »,26). If the Nevy offered a streight 
10% of the first year's savings ae a eesh award it might be 
setisfactory to base the awards on net savings, but as long 
as the award is low the only feir thing to do is base these 
awards on gross savings. 

Fifty-nine per cent of the activities surveyed 
answered “yes" to question 57, which asks: “Does your activ- 
ity supplement the cash award with some other form of recog~- 
nition?" They said that these other forms of recognition 
consist of: commendation letters, framed certificetes, per~ 
sonal letters, award pins (some with changesble numbers), 
presentation of official photographs of ceremony, and pub- 
lication of name in activity organ and on bulletin board, 

Forty-one per cent of the activities said "no", 
they did not suoplement the cash award with other forms of 
recognition, It is interesting to note thet only 11% of the 
largest activities in Size Group E said that they do not use 
other forms of recognition; and 55% of the smaller sctivitiecs © 
admitted they also do not use them. This indic-tes thst the 
grect majority of the larger ectivities have recognized there 
exists on the part of employees a real desire for, and apprec- 
lation of, an emblem of recognition, The principle value of 


all of these recognition or merit awerds, which supplement 
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the cesh award, is that they provide soe tangible tronhy, 
or remembrance, for retention after the cash award has been 
spent, 

The wording of question 60 1s: "At present, there 
are no provisions for cash awards for the adoption of a sug- 
gestion by other governmental agencies or departments. Should 
provisions be made whereby the suggester would receive cash 
awards from other depertments in return for the use of the 
suggestion?" The grect majority of the activities, 82%, re- 
plied "yes" to the question, Only 18% answered "no" snd some 
of their reasons for so answering are explained by the follow- 
ing two comments: “One oayment from the U.5. Government 
shovld meet all of its departments", and “It would involve 
too much clerical work," 

4, Procedure. The area of the study concerned 
with Procedure is composed of questions: 29, 30, 32, 39, 46, 
49, 50, 52, 53, 54, 58 and 66. 

Question 29 asks: "How many suggestion boxes does 
your activity maintain?" end “How often are suggestions col- 
lected from the boxes?" It was revealed thet the average 
number of suggestion boxes in each of the activities surveyed 
is 16,4. In the activities that use suggestion boxes, there 
is one box for every 137 emoloyees. Table VII shows the 
ratio of employees to each suggestion box and the average 
number of boxes in each Function Group. It cen be seen from 
the Table that there existe a much lower ratio in sctivities 


in Function Grovo V than in the other Groups. This indicstes 
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that, in the activities entirely concerned with the function 
of Administration, one box serves a lesser number of persons 
than in other tyvoes of sctivities. 

Table VIII shows how often sugvestions are collect- 
ed from the suggestion boxes by each of the Function Groups. 
The Majority of all activities state thet they collect sug- 
gestions "weekly." Feldman (6, p.261) states: "Suggeations 
should be collected frecuently: at least twice a week." The 
survey reveals that only about 27% of the Naval activities 
replying collect their suggestions at least twice a week. 

"In what manner is the euggester able to transmit 
his suggestions to the Committee?" is the wording of ques- 
tion 30. Table IX shows the results of this question in both 
number anc per cent of activities selecting each response. 
Most activities use between two and three different manners 
of transmitting the suggestions to the committee - "sugges- 
tion toxes"® and “office mail® were the two most vopuler 
systems and are used by %0% of the 121 activities rerlying. 

The response to question 32, which asks: “How are 
your investigations handled?" is shown in Table X. It was 
revealed thst some activities use more than one method of 
inveatigating suggestions. The most popular methods ere: 
"Dart time investigators" and investigations by “technical 
or staff" personnel. These are used by 42% of the activities 
replying. 

Question 39 asks: "Does the recorder devote hin- 


self exclusively to the function of administering the activ- 
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ity suggestion program?" One hundred twenty-three activi- 
ties answered this question, $92) of which replied "no, only 
pert time." On the other hand, 8%, or ten activities anewer- 
ed "yes." Eight of the ten activities replying in the affirma- 
tive are in Function Group II, all of which are also very 
large with over four thousand civilian employees. The other 
two activities that answered yes are in Grouvs I and V, both 
cf which have over twelve hundred employees. As expected, 

the response to this question revealed thst only the largest 
activities could afford to have a full time Hecorder; however, 
only 47% of all the activities in Size Group £, having over 
5,000 civilian employees, utilize the services of a fvll 

time Recorder. 

In a very large activity, conducting a Beneficial 
Suggestion Frogram, it would seem that the potential savings 
and incressed operating efficiency which can result from an 
effective prograti, would encourage manegement to assign a 
full time Recorder to the program. As Myra Curtis (7, p.539) 
so well said, “it is a sound administretive principle that 
a tiresome job is more likely to be attended to if it is 
wade into an important duty for somebody than if it is merely 
a relatively unimportant ineident of a larger job." 

Questions 48 and 49 ack: “Whet procedure do you 
have for informing a suggester thet his suggestion has been 
rejected?" and "How are suggesters notified of their awards?" 
Table XI clearly shows the response to theece questions, by 


the 122 activities replying, and indicstes the populsrity 
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of the existant precedures for notifying the sugvester of 
arejection or an award. The most popular procedure in 

each of these functions is notification by “personal letter"; 
and the second most popular method is by "personal contact." 
it is interesting to note thet in only slightly more than 
one-third of the cases, activities notify the suggester of 

a rejection by personal contact. Seinwerth (1, p.27) believes 
thet both of these vrocedures should go hand in hend; he 
states: "The best way of explaining the reasons why a sugres- 
tion hae not been adopted is to have a letter and a personal 
interview. I don't think that one takes the place of the 
other, The letter is the formal answer which the employee 
cen keep. The personal interview prevents any misunderstand- 
ing." Feldman (6, p.264) also realizes the imortance of 
personal contact with the suggester in the matter of rejee- 
tions; he says: "Even e personal letter hes the disadvent- 
age that it cannot sufficiently take into account the state 
of mind of the employee." 

Navy Civilian Personnel Instruction (10, p.§&) 
stetes: “It is preferable to 'turn down' suggestions by 
personal contact." This indicates that the controlling ag- 
ency, the Office of Industrial Relations, realizes the ad- 
vantages of personal contact in rejecting suggestions; How- 
ever, the mejority of activities, 61%, do not follow this 
procedure, 

Oniy four activities did not answer question 50, 


which asks: "Do you have a follow-up form or procedure to 
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expedite the insetslletion of a suggestion after it has been 
sccepted?" Sixty-five per cent of the 121 activities reply- 
ing, answered "no"; the remaining thirty-five per cent said 
"yes." The following comments ere tynical of thore given 

| by the latter group: 


Progress questionnaire to cognizant Vevartment 
head at 30 day intervals. 


Run it down by foot and vohone. 
Recheecks by investigators. 


Send semi-monthly follow-up requiring an answer 
from the person responsible for installation. 


Tickler file eet up and follow up made by 
recorder. 


Follow-up file. 

Work-order send follow up with department head. 

The next three questions in the erea of the study 
on Procedure, are all concerned with the methods used in 
presenting awards. Question 52 asks: “In your activity 
are formal presentation ceremonies used in presenting ewards?" 
In answer to this question, 867% of the one hundred twenty- 
two ectivities replying answered "yes." 

The second question of this group, number 53, asks: 
"Who presents the award?" and "Where is the award presented?" 
Seventy per cent replied that the “Commanding Officer" pre- ) 
sented the award, with the remaining thirty per cent allow- 
ing the "depertment heads and supervisors" to make the 
presentation. The fact is brought out thot the majority of 


the ectivities are circumventing the supervisor in thie in- 
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portant duty. Seinwerth (13, p.111) in regard to award 
presentations, states: 

-e-elt is desireable for top management to 

be present at award ceremonies when the size 

of the awards is outstanding but this does 

not necessarily mean that top management 

should make the actual presentations. Give 

this vleasant acsignment te the sugvecter's 

own boss. It makes the bogs feel thet he is 

an integral vart of the suggestion plan. It 

vives him another opvortunity for pleasant 

constructive contacts with his employees. 

This question elso brought out the fact thet the 
award is presented in the "office of the Commanding Officer" 
by 53% of the one hundred-four activities replying; in the 
“work place" by 32%; in “public sssemblies" by 11%; and in 
4é of the activities, the award is sent to the suggecter 
through "the mail accompanied by a letter." It is interest- 
ing to note that in only 43% of the activities ie the sug- 
geater given a feeling of imvortance end pride in a situation 
where his fellow workers may odserve the ceremony. iIn regard 
to the promotional advantages of award presentations, Sein- 
werth (13, p.111) further adds: *...If an employee is pre- 
sented with an award in his department by his boss with the 
sucervisor or general manager looking on, you can be sure 
that this newe goes through the company by the grapevine in 
a hurry. It's just another way of stimulating creative think- 
ing end more suggestions." 

Question 54, the last question on awards, asks: 


"Are high awards presented in a different manner from low 


awerds?" The response indicated that 76% of the sctivities 
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said "no" snd do not differentiate, while the remaining 24% 
anevered "yes." Most of those anewering in the affirmative 
stated thst their general policy is for the commanding 
officer to present the high awards and the suoervisor or 
head of department presents the low awards. 

Question 56 aska: "Does your Suggestion Committee 
make it a practice of reviewing suggestions a year after they 
have been adopted to see if they ere still in effeet and to 
compare the actual savings with the estimated savings?" The 
majority, 59%, of the one hundred twenty-two activities 
replying, said "no." Some of the comments volunteered by 
this group follow: 

No, but it seems like an excellent idee. 

Not sufficient personnel to do this. 


This was formerly done, however, personnel 
and workload Go not permit at this time. 


No, but-wili do this in the future. 

Idea is now under consideration. 
Only thirteen activities actually have this policy in effect 
and evidently feel as does Seinwerth (13, p.66), “ho says: 

It 1s a good practice to review all suggestions 

a year after they have been adopted to see if 

they are still in effect end to compare the 

actuel savings with the estimated. If it is 

found thet the actual savings exceed the 

estimated savings, an additional award is paid 

the suggester... This one year review is an 

excellent means of checking estimates for accuracy. 

Table XII shows the response to question 66, which 
asses: “whieh of the following records do you maintain to 


assist you in administering the program?” The three most 
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popular records used by the activities replying are: serie] 


number file, alphabetical name file, and a subject file. 
The practice of the majority of Naval activities is the same 
as recommended by Denz (1, p.28), who says: "The permanent 
records thet should be maintained in the suggestion plan are 
& record of every award winner and e record of all suggestions 
by subject." 

5. Promotion. The area of the study concerned 
with Promotion is composed of questions: 19, 20, 21, 22, 23, 
24, 25, 26, 27, 28, 34, end 37. 

The first question, number 19, under the heading 
of Fromotion, asks: “Have you published an Employee Sug- 
gection Hanébook or Manual?" One hundred twenty-three activ- 
ities replied to this question, 79% of which said "no." Many 
activities made comments and the following are typical of 
these volunteered: 

No, but it is an excellent idea. 


Considered desirable but not implemented 
due to lack of funds, 


No, but we are in process of doing so. 

Yes, only recently published. The hendbook 

has aroused excellent response and it is 

believed thst it is a very necesssry im-lement. 

Yes, out of print - not eseential. 

Only 21% of the activities replied "yes" end evi- 
dently feel thet the handbook is helpful ae does Osborn 
(ll, ».277), who states: 


The basic promotional tool should be an 
attractive booxlet which tells employees 
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what the suggestion system is, how it 

works, whst they've got to gain, end so 

on. This booklet shculd be something 

more then a few dred pages. It should 

oe lively and compelling like the one 

published by B. F, Goodrich, which in- 

creased the volume of suggestions by 

nearly 65 per cent after it first 

eppesred, 

The NASS survey of 1949 determined that 49% of all 
compenies surveyed published a handbook for their employees 
(S, p.28). The Navy, with its 21%, is noticeably more de- 
ficient in this respect than is industry as a whole, 

Question 20 asks: "Do you make it @ practice of 
exoOlaining the suggestion program to new employees during 
indoctrinetion classes?" Only one activity did not reply 
to this question; of those responding, 68% replied "yes" and 
32% said "no." Question 21, also on the subject of training, 
asks: "Do you make 1t a practice of explaining the suggestion 
program to the older employees during training programet" 

All sctivities except one replied; 82% of them ssid "yea", 
and the remainder said “no." In both cases, the majority 

Of Naval activities do explain the surrestion program to 
their employees by educetional and training programs. Denz 
(1, p.3) also realizes the imvortence of this. He says that 
the lack of suecess of suggestion programs has been attri- 
duted to: ",..lack of an educaticnal program to teseh employ- 
ees how to submit cuality suggestions." It wae found that 
none of the largest activities in Size Group % ensvered "no*® 


to either of the above questions. This indicates that those 


activities with many emcloyees are more apt to have educetional 
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| and training programs than the smaller activities. 

"De you utilize local naval publicetions to pub- 
licize the suggestion crogram and give publicity to indivi- 
Guale who have received awards for their ideas?" is the word- 
ing of question 22, Fifty-eight ver cent, the majority of 
the Navel activities, replied "frequently"; thirty-one per 
cent said “oecasionally"; and only eleven per cent answered 
"rarely or never." ‘This indicetes thst the majority of activi- 
ties see the need for publicizing the program and etimulating 
participation. The results indicsted th:tnone of the larger 
activities in Size Croup £, nor the aviation activities in 
Function Group I, replied "rarely or never" to this question, 

Table VII shows the results of question 23 with re- 
gard to the number of posters supplied and used. The question 
asks: "How many posters does the Navy Department Beneficial 
Sugveetion Board supply to your activity eseh month? How 
many of these Go you actually use? Do you supplement these 
posters with some of your own?" The average number of posters 
supplied to all activities is 18.1; and the average number 
used is 17.4. The comments received indicated that some 
activities did not receive any posters from the Navy Depart- 
ment and othere did not receive the posters regularily. Some 
typical comments are; 


Navy Department poeters have not been re- 
ceived monthly recently. 


Receive posters every three months, 
Receive posters every two months. 


Posters sre not received regularily. 





we receive no monthly posters, 

None available. 
highty per cent of the activities said "no", that they did 
not supplement these posters with any of their own; the re- 
Maining twenty per cent anewered "yes" to the question. 

Question 24 esks: "What additional incentives do 
you use to stimulate the Suggestion Program?” The results 
from this question are presented in Table XIII, It was 
shown that the “bulletin board notice” was the most popular 
method of stimulating the vrogrem by the 120 activities ans- 
wering the question, 

The next two questions in the area of the study 
on Promotion sre concerned with suggestion contests. Ques- 
tion 25 reeds: "Have you previously conducted suggestion 
contests?” A large majority, 9%, of the activities answered 
"no", indicsting thet thie method of promoting perticipetion 
hes not been actively used. The NASS survey for 1949 deter- 
mined that the genersl feeling of the companies surveyed, 
with regard to contests, would seem to be that they do not 
have an importent place in suggestion activity (8, p.27f). 
On the other hend, to question 26, which asks: "Whether or 
not you heve previously conducted suggestion contests, do 
you feel they sre useful in stimulating particination?®, the 
majority, 55%, answered "yes"; 35% were "undecided"; and 102% 
Said "no" they did not feel they were useful. This finding 
wes in direct opposition to the resuits of the survey of 


306 industrial companies, in which the majority answered “no" 








13 


to the same question (5, p.27) 

Question 27 asks: "De you provide informstion in 
writing to your employees indicating the names of persone 
who should be contacted if advice or help is needed in devel- 
oping and presenting ideas?” The respconee to the question 
indicates that a clear dichotomy existe between the 124 Naval 
activities renlying - 50% anawered "yes" and 50% said “no." 

The next question, number 28, concerns the need 
for ‘thought provokers.' It reeds: "Do you periodically 
describe to all employces epecial problems which are bother- 
ing the functions of your setivity, in order to provoke thought 
in a certain direction?" Only 10% of the activities said "yee" 
to thie question, the remaining 90% replied "no." The results 
indicate that only a small minority of the Naval activities 
feel, as does Osborn (11, p.279), that there is need for 
thought provokers, He states: “When creative thinking is 
thus focused, the quality as well as the quantity of sug- 
gestions is likely to increase, After all, our imaginations 
must have bones to gnaw upon.® Many of the 110 activities 
thet answered “no" to the question voluntecred comments 
which can be voiced in the statement of one activity: “Excel- 
lent idea, will do this in the future." This indicates that 
many recognize the need for doing this but heven't as yet 
put it into practice. 

Another GWevtiba. number 37, further covers the 
need for encouraging creative thinking and will be discussed 


out of turn at this point. It asks; “Does the Recorder Keep 
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na file of problems needing solution in order to provide use- 
ful meteriel for thought provoking articles, posters, and 
talks?" Eighty-seven per cent, or 105 activities, anawered 
"no®, and thirteen per cent, or 16 activities, replied "yes" 
to the question. However, it is interesting to note thet 
@ gre’t many activities submitted comments stating, in fact, 
that they thought it was a good idea end would encourage their 
| Recorders to do this in the future. 

Question 34 asks: “Is the Sugrestion Committee, 
at your ectivity, carrying out an active, well planned pro- 
| motional program to maintain continuous employee interest?" 
Only 17% of the one hundred twenty-one activities replying 
to this question answered “yes.” The majority, 59%, replied 
"to a moderate extent"; and the remaining 24% said "no." 
As we previously noted, under Attitude, Gates (5, ».1137) 
believes thet one of the ceuses of indifference to the pro- 
gram on the part of employees is, “Improperly planned rou- 
tines." The point covered by this question, about whieh so 
many of the activities have sdmitted being careless, could 
well be the reason that the results to question 11 indicated 
that the majority of Naval activities believe they are faced 
with an attitude of indifference among their employees. 

6. Performsnce, The final area of the study con- 
cerned with Performance is composed of questions: 61, 62, 
63, 64, and 65. Question 67, from the General area of the 
study, will also be discussed in the last part of the dige- 


cussion of recults. 


15 


Question 61 is the first question under the heed- 


ing of Performance and asts: “Wheat hae been the highest awerd, 


including initial and additional awards, paid at your activity 
for eny one suggestion to dete? What was the amount of estin- 
ated annual savings for the first year of operati-n of this 
suggestion?" The replies to the question indicated that 
the highest awerd granted for a suggestion was 010,000, pre- 
sented to a Bureau of Ordnance employee on February 27, 1929. 
The suggestion concerned the invention of a verieble delay 
fuse, the benefits of which eannot be considered as money 
Baving, but rether es s selentifie ordnance imnrovement. 
Table XIV shows the everage maximum awards and resulting 
first year's savings for suggestions with tangible benefits 
in the $1 activities replying, by Function Groups. Table XV 
also refers to awards and shows the per cent of maximum awards 
by amount in esch Function Group. 

The results of questions 62 and 63 sre presented 
in Tables VI and XVI. Table XVI shows the percentage of 
women employees in each Function Group. With regard to the 
potential cre tive thinking of women to men, it was found 
by the Johnson O'Connor Foundation thst their averege creative 
talent is definitely higher than the average man's, if the 
criteria are acceptable. As a result of seven huncred-two 
tests of women, it wae determined thet the female is as much 
as twenty-five per cent ehead of the male in relative creativ- 
ity (11, p.21). This study of civilian emrloyees in the Navy 


Cen neither prove nor disprove this etatement that women have 
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grester inventive minds. It will be seen in Table XVI that 
Funetion Groups IV and VY, which have the greater vcrecentage 
of women employees, include activities of a non-productive 

Nature in which the opportunity to suggest is more limited; 
Therefore, no conclusion ean be drawn. 

Table XVI shows two methods of computing partici- 
pation. Column 4 shows the method of computing the partici- 
pation rate which is now in use in the Navy. It is based 
on the number of suggestions received ana therefore the ans- 
wer of 14.7 does not represent the actuel number of individ- 
uel employees who submitted suggestions during the fiscal 
year 1941, Column 5, however, has been termed the "corrected 
participstion rate" because it is based on the actual number 
of individual suggescters, which 1s usually lees then the num- 
ber of sugeestions received. This corrected method reveals 
thet the true rate of perticipation is actually only 10.34, 
which is appreciably loves than the previously computed rate 
of 14.7. The Table shows that Function Group II had a high 
participation rate of 25.6; and, when the corrected rate of 
| participation was computed, it dropped to a rate of 20.2. 
This discloses thst sbout one employee out of five actually 
submitted seyggections; whereas, the method of computation 
now in use would lesd to the belief thet one employee out of 
four submitted sugwestions,. The difference, of course, is 
accounted for by the many employees who submitted more than 
one suggestion, 


As pointed out, Function Group II has a high partici- 
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pation rate and is two to six times as high as the other 
Grouns, The other eectivities, however, cen lower the overall 
rate to the extent thst the Navy does not compare too favor- 
ably with industry on this point. Becton (3, p.§8), as a re- 
sult of his compar; tive study of the Nevy Program with the 
systems in industry, stated: "The Navy's participation rate 
is extremely low in comparison with the sample of industry 
covered in this survey." 

Question 64 inquires: “What ic the trend of your 
1949 participation a8 compered with the same veriod in 19487" 
The response to this question shows thet 44% indicated their 
trend 1s “upward"; 29% said their trend is "down"; and 23% 
Snow "no change" in trend. The activities that indicated a 
cownward trend were not clustered in any one Group, but were 
representative of all Groups. 

The iast question in the area of Performance, num- 
ber 65, asks: “Indicate the approximate percentage of the 
total sugsestions received in fiscal year 1949 which come 
under the eategories of: Technical, Mechanical, Administra- 
tion, Production, and Clerical." This was not answered by 
most activities and will not be Giscussed. It is felt that 
there were too few estegories for expressing the nature of 
all suggestions, such as those pertaining to safety, imrroved 
methods, ete. Many activities found it diffieult or impos- 
sible te segregate their suggestions into the five categories 
offered with the question, 


Question 67 asks: "It is recognized that some of 
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the questions in this survey may be regarded as leading aues- 


tlons. Have they given you any ideas which you intend to 
adopt in the future administration of your Beneficial Sug- 
gestion Program?" In answer to this question, 55% of the 

one hundred twenty activities replying, answered “yee.” This 
was gratifying to the writer, because it is felt that this 
study will have been all the more worthwhile if it has stimu- 


| latec thinking toward the Suggestion Program, in the majority 


of the Naval activities participating in the study. Many of 
the ectivities mentioned thet the following questions were 
the most helpful in giving them ideas which will be beneficial 
in furthering their progrsms; the questions sare: 1/7, 19, 20, 
23, 25, 26, 27, 28, 31, 37, and 58. 

Moet activities offered comments in the space pro- 
vided at the end of the questionnaire. Some of the remarks 


wili be quoted below: 


The questionnaire suggests ideas for further 
developing the Beneficial Suggestion Program. 
It has likewise created further thinking which 
should result in an improved progressive pro- 
motional program. 


One of the main faults of the program is lack 

of adequate top level becking, Too often the 
chairmen and the recorder are given the adninis- 
tration of this program as additional duty, where 
in reality it is a full time Job to do a proper 
job. Vigorous prosecution and complete publicity 
would return a far higher net savings than is 

new realized, and employee relations would im-~ 
prove. Further, the award sezle should not 
penalize an employee who makes a suggestion 
saving a large amount of money. 


The value of the suggestion program is com-~ 
pletely dependent upon confidence and interest 
by top management. There is no better means 
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to obtein, at a minimum cost, methods and 
ideas thot will contribute to sefety, 
efficiency end morwle, 


The most serious deficiency in the adminig- 
tretion of suggestion programs is the sttitude 
of management. Wost installaticns eccert the 
program as a necessary nuisance end allocate 

a minimum amount of time to its administration, 


Due to the current deactivation it is exrected 


that the receipt of suggesticns will be sub- 
atantially reduced. 


Plans are deing formulated to operate the 
program more vigorously. 


It is felt that the Beneficial Suggestion 
Program has ceen very valuable to this activity 
Mainly as a factor in good human relations. 


It is now recognized that the success of such a 
program ig rrimarily dependent uvon the publicity 
given to it and the personal interest of the 
supervisors end Industrial Relations Department 
given to encouraging participation, 


Reduced personnel complement and budget dis- 


courages training eupervisors and putting pro- 
gram over to those potential sugresters., 


A sense of insecurity brought about by several 
reductions in force during the last six months 
of the calender year 1949 are believed to have 
edversely affected employees interest and par- 
ticipation in the Beneficial Suggeetion Progran. 


Yeduced ceiling in versonnel office precludes 
any type of extra curriculer activity. 


Beneficial Suggestion Programs are suceessful to 
the extent that they are understood and stimulated 
by supervisory personnel. The suggestion program 
is inevitably a reflection of the quality of the 
supervisor at the installation. 


The Beneficial Suggestion Committee in reviewing 
this questionnaire have found it very helpful 
for coordinating future beneficisl suggestion 
programs. 


These concluding comments sre repreeentetive of all 


the Naval activities that participated in this survey. A grert 
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meny of the remerks show thet the activities reslize thet a 
Suggestion Program cannot retain ite effectiveness without 
continued and enthusiestic support of the management personnel 
responsible for the program at each activity. Gates (5,p.1184) 
also brought out this point when he said: “Management must 
be conscientiously and unselfishly interested in the plan if 
it expects the employees to support it by their effective 
participation, * i 

An activity mentioned that the success of the pro- 
gram is dependent on the personal interest given by the super- 
visors in encouraging participation, This is very true be- 
Cause we previously gsthered from Katz that although the sug- 
gestion system was introduced in order to correct the fact 
that the communication procesa has broxen down, it is not 
solving the problem (4, p.149). The success is therefore 
partly dependent on the supervisor himself. Osborn (11, p.275) 
also feels that this point is important and states: 

The attitude of the surervisory force can make 

or break a suggestion system. When a worker 

fsils to volunteer ideas it is often because he 


is afraid to 'go over the head! of his foremen. 
Some supervisors against their own good, heave 


actually discouraged participation. Many conm- 
panies find thet the most and beat suggestions 
come from thoce devartments which are headed 
by men who not only encourage but actually help 
their people to submit ideas. 
The activity thot commented that the program had been very 
veluable "as a factor in good human relations", indicates 
thet some activities feel as do Mosher and Kingsley. They 
(7, p.542) state: “In the final malysis, personal edminis- 


tration is a matter of proper human relations and the operetion 


e 
oe <- 
= 
— 
7} 
ses 
Ff 
« 


ties = 
6 a 
 =—-/ 
—— «6 «t ’ 
~- <-> a -_-,. 
= Gee 


- 
Ti 1 
- 








$1 


of the suggestion system offers unique opportunities for 
developing such relations." 
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SUMMARY AND CONCLUSIONS 


Summery. The firet full fledged suggestion system 
in the United States was initiated in 1915 by the United 
States Navy. The Navy Seneficial Suggestion Frogrem has ex- 
panded to the extent that the Navy is now one of the leading 
governmental agencies in the operation of employee suggestion 
programs. An extensive survey has never been made of a11 
the Naval activities conducting Suggestion Programs for the 
purpose of obteining facts and opinions regording the edmin- 
istrative techniques employed within eech activity in con- 
ducting its own progran. 

This study hss attempted to determine the differ- 
ences existing in the administrative technioues used by the 
many Naval activities conducting Beneficial Sugvestion Pro- 
grams. In order to gather facts and opinions regarcing the 
tecnniques used, a Questionnaire was devised and distributed 
to 152 Navel activities known to have had a Suggestion Pro- 
gram in effect during the fiseal yerr 1949. The questionnaire 
was composed of sixty-seven questions based on eix areas of 
the study, as follows: (1) General, (2) Attitude, (3) Policy, 
(4) Procedure, (5) Promotion, snd (6) Performance. Completed 
questionnaires were returned by 125 activities; this was 42.22 
of the 15e questionnaires which had been distributed, 

The results of the survey show thet numerous dif- 
ferences are to be found in the administrative techniaues 
used in conducting the Beneficial Suggestion Program at the 


125 aetivities participating in the survey. S30me of these 
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variances are in direct opposition to existing instructions, 
possibly due to a difference of interpretations. COther var- 


lances are peculiar to the size and function of the activity. 


Conciusions. On the besis of the results of the 
survey obtcined in this study, the following conclusions are 
made: 

1, The greater majority of the Naval ectivities 
surveyed desire that militery personnel, either enlisted 
Or officer, should enjoy the seme privilege as civilian em- 
ployees with regard to receiving cash awards for suggections 
acopted. 

Qe. Some activities find it difficult to determine 
whether or not some of the suggestions submitted represent 
e part of the normal requirements of the duties of the sug- 
gester'e position. 

3. The great majority, 93%, of the activities 
participating feel that the Beneficial Suggestion Progrsm 
igs worth all the effort and time expended administering it. 
those few activities that felt the program was not worthwhile 
aiso said they would not continue to conduct a progrem if 
given their own choice. 

4, <A total of sixty-four per cent of the setivities | 
believe they are faced with an attitude of indifference toward 
the Suggestion Program among their employees. 

5. The Navy's sliding seale for cash awards, con- 


mencing at 5% of the first year's savings, is exceedingly 


low in comparison with the awards permitted by civilian con- 
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panies in industry, commerce, or finance, The most univ= 
ersally used percentage is a straight 10% of the first 
year's savings. 

6, The majority of all eectivities surveyed use 
"net sevings" in governing the caeh awards to civilians for 
beneficial suggestions which are adopted, This is econtra- 
dictory to the intent of the Office of Industrial Relations 


that all activities will base awards on "gross savines.” 


Existing instruetions on the matter are neither clear nor 
svecific., 

7. Nine activities have lees than five members 
constituting their Beneficial Sugvestion Committees. This 
is in violation of existing instructions. 

S, The great majority of activities do not have 
any satisfactory procedure, method, or guide for determining 
the value of subees tions involving intangible benefits. 

9. Most of the smaller activities do not surple= 
ment the cash award with some other form of recognition. 

On the other hand, the grert majority of the larger activi- 
tiles have recognized thet there exists on the part of employ- 
ees a real desire for, and apprecistion of, an additional 
emblem of recognition, 

10, Less than helf of the activities with over 
five thousand civilian em-loyees see fit to assign a full 
time Recorder exclusively to the function of administering 
the ectivity suggestion progren, 

11, In only elightly mere than one-third of the 
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activities is a suggester notified by personal contact that 


his suggestion has been rejected. The Office of Inductrial 


Relations has indicated in NCPI 25 thet the personal contact 
method is preferable; however, the majority of activities 
do not follow this procedure. 

l2. The majority of awards are presented by the 
Commanding Officer of the activity, in his office, It is 
evident that most activities do not realize thet it is de- 
sirable for the suggester's own boss to present the award 
in a situation where his fellow workers may observe the cere- 
mony. 

13. Only about one out of every five activities 
surveyed has published a Suggestion Handbook or Manual for 
their employees. The Newy is noticeably more deficient in 
this respect than ls industry as a whole where about half 
of all companies publish handbooks for their employees. 

14, Very few of the activities surveyed could state 
that their Sugzestion Committees were carrying out active, 
well planned promotional programs to maintain continuous 


employee interest. 


15. It is necessary to educcte the suvervisory 
personnel in order th:t they wili understand anc stimulate 
the progrem. It is only by so doing thst the program will 
be successful both from a stendpoint of monetary savings, 
improved human relations, and as a successful channel of 
communications between workers and the cupervisors. 


Recommendations, In order to correct certain 
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deficiencies existing in the Navy Beneficial Suggestion 
Frovram as a whole, the following recommendstions are offered: 

1. Specific legiglative recommendstions should 
be requested from the committee in the Personnel Policy 
Soard which has been established to study the matter of pre- 
senting cash awards to military personnel for suggestions 
edopted. 

e. The eligibility clause, which states thet sug- 
gestions are not eligible for cach awerd consideration if 
they represent a part of the normal requirements of the 
duties of the suggester's nosition, should be clarified. 

The activities should be made cognizent of the fact thet 
eligibility differs within each type of organization; and 
it is up to the individual activity to formulate their own 
eligibility provisions and see thet they are vromulgated 
to their employees. 

3. Eech aetivity should be strohgly encouraged, 
perhaps ordered, to investigate their individual progrens 
for the existence of: a. Poorly introduced system; b. in- 
properly vlanned routines; ec. Lack of interest on the part 
of management; a. Hostility or indifference of supervisors; 
end e. Delay in considering sugrestions. Any of the above 
discrepancies which ere found should be corrected in order 
to help eliminate an attitude of indifference toward the 
sugeestion Program emong their employees. 

4, Executive Order 9417 of December 71, 1946 


should be revised in order to allow for higher essh awards 








57 


to oe presented to civilian employees of the Navy for con- 
structive sugeestions which are adopted. It is recommenced 
thet the awards be based on a straight 10% of the first year's 
gavines. Genius is inspired by the thought of an adecuate 
reward for efforts expended as well as for patriotism. 

5. The inetruction in NCPI 25 regarding the type 
of savings to be used in governing cash awerds should be 
Clarified. it should also state specifically that “gross 
savings" are to be used. 

6. The next revision of NCPI 25 should inelude 
a gulde to assist activities in the evaluation of intangible 
Suggertions., it should be similar to the criteria presented 
for thet purpose in the Air Force Civilian Personnel Manual 
ana the Army Civilian Personnel Regulations. 

7. All aetivities, and especially the smaller, 
should be more strongly encouraged to supplement the cash 
awerd with other forms of recognition which can be retained 
by the suggester after the cash award has been spent. 

&. All Naval activities conducting Suggestion 
Programs should be strongly impressed with the resultant 
advantages of using as many personel contacts as possible 
in the sdministretion of the Program. They should be dis- 
couraged from hancling everything with form letters or written 
communications. 

9. In order to give the first line supervicors 
more opvortunities for pleasant constructive contacts with 


their employees, it would be desirable to eneourege individual 
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ectivities to allow the suggester's own bors to make the 


actual award preeentation. This should be done in full view 
of his fellow workers, with the Commanding Officer or his 
representative looking on. By so doing, the desirable human 
relstionships between the rank and file and tne supervisors 
would be strgestivoneds and the problem of the communication 
process between supervisor and worker would be lessened by 
the Suggertion Program, 

10, The publication of a Suggestion Handbook or 
Manual to all employees is a method of etimulating interest 
in the program whieh should be suggested to all Naval activi- 
tles conducting Suggestion Programs. 

11. All activities sould be encouraged to see 
that their Suggestion Committees carry out active, well plan~ 
ned promotional programs in order to maintain continuous 


employee interest. 
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APPENDIX A CPL&D-49-132 


Address reply to 
NAVY DEPARTMENT 


SecNav 
WASHINGTON 25, D.C. 


and refer to NAVY 
OIR 223:aa DEPARTMENT 
: WASHINGTON 25, D. C. 





10 Nov 199 
CIRCULAR LETTER 


mrom: oecretary of the Navy 
ALO ° Chief of all Bureaus and Offices, Navy Department 
Commandant, U. S. Marine Corps 


Subj: Navy Department Beneficial Suggestions Program 


1. I am gratified to announce that the Department of the Navy was awarded 
a plaque by the National Association of Suggestion Systems at the conven- 
tion in Cleveland, Ohio, on 25 October, for being the government establish- 
ment that showed greatest increase in participation by its civilian employ- 
ees in the Beneficial Suggestions Program during the calendar year 1948. 


2. During the period specified, Navy employees submitted 38,673 sugges- 
tions, as compared with 28,029 the year before. Of the suggestions sub- 
mitted, 10,870 were deemed worthy of adoption and resulted in annual sav- 
ings of $8,818,396 plus such intangible but important benefits as higher 
morale, improved employee relations and increased cooperation. Awards 
totalling $270,668 were made by naval activities for these suggestions. 


3. I do not consider this $270,000 award for beneficial suggestions as a 
permanent expenditure from naval appropriations. J do not even consider 
that it is properly lodged as an offset against the eight and three quarter 
million dollars saved. Rather, I look upon it as seed which we have sown 
ea tertile field with not only the expectancy, but the certainty, that 

We will reap hundreds of times over if we properly cultivate the field. 


4, In this day of shrinking appropriations it is more than ever important 
that we obtain for the country the utmost in defense for every Navy dollar 
expended. The Beneficial Suggestions Program has proved itself, not only 
in the Navy, but throughout industry. I suggest that you cause a check to 
be made of the effectiveness of the Beneficial Suggestions Program in the 
various activities under your management control, and take appropriate 
steps to insure that the Navy will reap the benefit of all of its employ- 
ees' ideas for improvement. 
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FRANCIS P. MATTHEWS 


DISTRIBUTION: 
ioe 1) under 
OIR Special List #25 
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MROTC UNIT 
NORTHWESTERN UNIVERSITY 
EVANSTON, ILLINOIS 


29 December 1949 


From: LCDR. Ralph V, WILHELM, 83179/1310, USN 
Tos 


subj: Qucstionnaire concerning Navy Beneficial Suggestion Program; 
rC@mecst [Ge CompleTion of 


Enel: (1) Two copics of Questionnaire. 


1, It is requestcd that one copy of the questionnaire, enclosure (1) 
be completed and returned to me in the enelosed sclf-addressed cnve- 
mepe Prior to 20 January 1950, 


fe All naval activitics conducting Beneficial Suggestion Programs 
mee being surveyed. IJ am conducting this study for, and with the 

meproveal or, the Navy Department as part of my required work as a 

mreeguatc stucent of Personnel Administration and Training at 

North yestern University. 


mene purposc of this survey is to obtain facts and opinions from 
mou regarding the Beneficial Suggestion Program boing conducted 
meonrn your activity. 


mee GucCStioOnnaire can be answered by simply checking the 
meerooriatc blank, or by a word or sentence. The sccond copy of 
Pee wow@estionnairc may be retaincd for your files if desired. 


BD. Upon complction of the study all questionnaircs will be des- 
meovcds tl assure you that your reply will be treated as 
SONFPIDENTIAL and only the summarized results of all activitics 
meee De reovealcd. It is requestcd that you indicate the name of 
me @cuivity but you necd not sign your name unless you so desire, 


6. Your cooperation and promptness in filling out this question- 
Meare will be greatly appreciatcad. 


R. V. WILHELM 





APPENDIX C 92 
QUSSTTOUUATE 


(Upon completion of the study, this questionnaire will be 
destroyed. Your revly vill be treated as COMPIDEINTIAL and 
anliy the suwomarizea results of all aetivities iill be ree 
vealed. if more space is required, use reverse side.) 


Meme of activity: 
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Date your beneficial Suggestion Prosran was started: — 
Do you feel that the opportunities for your employees to make suge 
Sestions is more linited in your activity than in others? 

ome. Yes. If yes, state why: 
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Ts CE PS 





o eT 2e = 


In your opinion how effective is the Beneficial Sussestion Procran 
meeyour activity? 

me Very poor 

4.2 Below average 

itn.  oaclisiactorvy 

4.4 Better than averagz 

ae 5 Excellent 


We wou feel that the suscestion vrogram at your activity is worth 
ali the effort and tine expended administering it? 
py ik Yes 


Same No 
5.3 __s*~OUndecided 


See had your choice, vould your activity continue to» condyet 
a Beneficial Suggestion Program? 
oe. Lo 
oe Undecided 
oe =f Xess 


Would you recommend that tne cormandinz officers of individual 
Seem ties be empovrered to approve payment of avards higher than 
e7owoO for any one suscestion? | 
[oeeweeee Yes. If ves, up to what amount? 6 
te ee No 


Do you recommend that all personnel in wniform participate in the 

suggestion Program on an equal basis with civilian employees? 
Wee 6=6lLeS 

GO.2 _—sqOBnilisted Personnel only 


— -ene: 


ese .—Cté«‘NDD 


The present instructions provide that "no avard shall be paid to 
any officer or employee tor any suggestion which represents a part 
of the nornal reauirements of the duties of his position." Do you 
Meemmeeat this, to @ certein extent, restricts the number of 
possible good suc7estions? 

oe uw, «ECS. «IT yes, Smplain, 
cee... No 


a ee See aoe eee Ce ee 6 ee Oe ee ee eee eee 2 A ee Ss 


2 Ee Oe ee eee Se ee ee BS ee ee — ee ™ See eee 


mclosure (1) 





~ ye 


BO.2o your knowledge, have you ever had an employee attempt to keep an 
idea OT an inwention a seercl sith the 2ienmi leoneof weine Pt ter 
persomal advantage or sellin; it for m@re elsevnere? 
eval Yes 
‘| Oa No 





1i1.Do your enployees have the attitude of indifference toward the 
pugscestion Prosran? 


mee €=6—téié¥'@'SS 
meee §=srlCUdTO A MOGeTrate extent 
eS ce 110 


12.Do you feel that the linit of good suggestions fron your employees 
has just about been reached? 
aol ow Yes 
Lea No 


13.if the relation betiveen labor and managenent were considered to be 
Meemonious to a high degree, do you feel that suggestions would 
still be forthcoming witnout the use of a formal suggestion system 
and promise of award? 
Lore No 
mwe .. Yes 


14.What is tne vrimary objective of the Sussestion Program at your 
etivity? 








tie. L Monetary savings 

14.2  °.Improved industrial relations 

mes  6=—Srti‘—CtG@:«C (State) — - a re 
Beawnicn ao you consider to be the most important? 

ioe ...... Techniques used in giving recognition to good ideas 

15.2  __s«‘ Techniques used in rejecting sug¢estions 

He. 3 Consider then of equal importance 


io.fo what extent has the suggestion program contributed to the succes 
of sood enployee relations at your activity? 


16.1 __—Ss * None whatsoever 
tome... Very little 

16.3 .__~*‘To a moderate degrce 
w,4 ..—s A great deal 


meee yOu guarantee to all employees, in vriting, that no one shail 
lose his job or have his pay cut because of a suggestion made by 
mee @@ another worker? 
wae . No 
ieee .s—i“‘ases#éCYOSS 


196.Does your activity use the number and quality of proposals from 
each employee as factors to be considered in raising wages and in 
makings »ronotions? 
wel o.. Yes 


Lom _ No 


19.Have you vublished an Employee Suggestion Handbook or /lanual? 
re Yes 
i aa No 
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20.Do you make it a practice of explaining the suggestion program to 
new employces during indoctrination classes? 
20m _. Io 
age Yes 


me .Do you make it a practice of explaining the suegestion program to 
mne older cmployees during training programs? 
eee .. «. Yos 
aie No 


22600 you utilize local naval publications to publicize the sugg@stion 
program anc give publicity to individuals who have rcceived awards 
mor Lneir idcas? 


ee. 1 Frequently 
oaee ..  Occasvonally 
fel hearcilveer newer 
eS .How many posters does the Navy Departnent Beneficial Suggestion 
be@ere supply to your activity cach month?  . How many of these 
@eeyou actually use? .. Do you supplement these posters with 
Seme of your own’ 
ee. _.sdCNO 
ome Yes 
24,What additional incentives do you use to stimulate the Suggestion 
Paocran’? 
wee. Bulletin board notice 
ee. rublieity ineactivity organ 
24.3 Dimee @ ude | 
ee on POrsonal contact 
AS Ciher “sieaice ) ee ee ee tM —_an——— 





25.Have you previously conducted suggestion contests? 
| - Gers) 
ae sé 


Po wvevether or not you have previously Conducted sugecstion conuesicys 
Bowe feel tney arc useful in stimulating participation? 
20x i No 
ome... Undecided 
[ae Yes 





7 -DO you vrovide information in writing to your employees indicating 
the names of persons who should be contacted if advice or nelp is 
needed in developing and prescntins ideas? 

Ce /vwel. Yes 


PaaS s= 3 = 


2. No 


238.Do you periodically describe to all omployees special problems 
which ar C bOunCrime the Tugctions of your ®activitys 1 order Zo 
pmemoke tThnougnt in a certain direction? 
Bom. owes, lf See nom, 


ae Se te re ee ee Oe a EE @ oe ee a eee ee ee ee ee ee 


28.2 No 


we Se mae ee ee OE Be eee ee = Feta ©@ 





2 ee a oe See EE EE Se ee 


Eo. uewemany suggestion boxes docs your activity maintain? 
How often arc suggestions coliccted from the boxes? __ 
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BO.In Wnat manner is the suggester able to transmit his Ssugeeaiiions 
to. thee G@aini tiee? 


3 Oval. Ssugsestion boxes 

5) Ove Use iad 

Ses - Ot tmeCc Orsshopemai. sysvcme 
FOR cum, CUROF see ne = 





Qe SS 9S 2 Sa ee ee eee eee ee ee ee 


31.Some commercial Suggestion and Award Systems allow the suggester 
BO remain anonymous, if he so desires, rather than reg@uire bane 
identify himself. Do you belicve such a plan would worl: more 
eeercicntly in your activity than the present systcm? 
oe ...... No 
Bley 2 Yes 


32.-How arc your investigations handlicd? 


2 il. Full time investigaters 
Bec Part time investizators 
es « Supervision 
32.4 Gechnieal or Starr 
oa Other (statc) ~~ _ POs 6 __ _— 








momee wou allow the suggcster to sit in as an observer in the me@tings 
Seeone susccstion committee? 
See aw YCS 
cee tC«CNNSO 


femees che Suggestion Committce, at your activity, carrying out an 
active, woll-planncd promotional program to maintain continuous 
emotoyce intcrest? 
34.1 No 
Soe wees LO a moderate cxtent 
ee ee LCS 


B>.saem Many persons constitute your Beneficial Suggestion Committec?__ 
mem Mammy arc civilians? Naval officcrs? _ 


How many represent management? ll 
How many are cmployce representatives? 





36.Hoi; lone do committee members serve? ————— << —“‘OS 
Byeewecs thc Recorder kecp a file of problems necding solution in order 
@ee provide uscrul matcrial for thought provokdng articles, pesibems 
and talks? 
Pee = ~ Yos 
fee... No 


38.In your activity, when an idea is accented by the suggestion com- 
foepoee and nut into effect, docs its adoption beoconc mandatory Tor 
eee OCSicnated acpartnents? 
Sore. Ilo 
Remee Yes 





Semewecs the Recorder devote himself exclusively to the function of 
G@eministcring the activity suggestion program? 
oe .. Yos 
39.2 NOS Onigy part tilac 
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moOmls the moembcrship of the Sugecetion Committec published to wae 
oriployccs? 
AQe!  § Ho 
40.2 | Yes 


meiew often docs the Beneficial Sugeestion Commaittec convenc dé 
Goensiior sugeecstiones 


~ Dee e 26 OF SS RES fe eee ae 2S eas =e oes eee 





=—_ 22ge 


Meet tio yoar Llinitation period is used in the present Bonficial 
suggestion Program. Do you fecol that this limitation period should 
be changed? 

Pee LOS. If yosm what limitation pcriod do you recommenda 


42.2 ilo 


mee Ordcr to win the coopcration of supervisors, some commer@ial 
eeeecstion and Award Systcoms provide for paying the foreman or 
Sapcrintcndent a bonus based on the total nuzber of idcas turned 
m@ieey men under him, coupled with ample publicity for him as well 
meer his men, would you reeownend that this: peliey be adepred 
Mmeeunc Navy Suggestion Progran? 
43.1 No 
342 Yes 


mreuow arc awards for sugecstions with intangible bencfits detormincd? 


ome = 1S OMe ae eh =e. Se Bee Oe TE ee mE IG) 1G ora AR Oe ae ee Se ee ee 9 ee ee i Oe eed eS i er se re 8 © ew ee eee © ee Ge eo ee ee i 
On eee @ aes see Cee reberes es 8 6 CEE OG © Cie we © Bere eee HR + OR OO em 2082 ee ee ee Ot ER re © 96 2 Se ee -8 Rew Be “9 8) ow ee eS ee 2 ee 8 eg et es es ee ee 
SES SECS ESSE oR Pee 98 2 Ee 2 San 2 e920 wT ee US shew Be Th aH eh $e re 28 8e@ Oe we Se Dew ee ee eee ee ee Dee © 2 Oe SR eee oe Ss 2 Oe Oe ee Oo ee 6 ee re Ee ee 


SS Se es SO ae eS 8 oe ee ee oe ee SO EE EEO FS Se RE Re 8 oe er 9 SO ee ee re ee OA eee 2 Shee te 9 SE et 0 ee SE EO OE Te ee 


™.DO your emoloyces sometimes use the Suggestion Program as an outlet 
Mer ericvances, without also submitting a suggestion on how vo 
improve the situation? 
a. J. Yes 
oe... No 





main your activity, what is considered a suitable time limit for the 
acknowlodgemcnt of suggestions? 





— we Se eee Se ae me eee Se Tee See Oe ~~ 


Manat is the averare lcneth of time required in your activity for 
mae processing of suggestions after reecipt? _ 





Gy (a Ogee So SS a ees eS 


48.What procedure do you have for informing a suggester that his sug- 
M@estion nas been rejected? 
a me... ~Notice on bulletin board 

_ 0mm Lotter 

Personal Pouger 

Personal intorvicw 

Giner  (Sstace) 


SS 
G9 6.0365 C3¢ 
e 
Cn ott 
{ 
| 


S Sos 


eg 0 ee ee ee Ge ee ke 6 ee Be © ee Oe a ee er Se te a ee ee ee ee ee ee ee es 





pris 
\O 
e 


ts 48 2s See 


Meme SsuccCStcrs notifiod of their avards? 
. Notice ca buerin=beard 

Herm Lepeer 

RBersonal Lovter 

Personal) GConvacy 

Gimcr Csvave) 


=e o> ees qemeed Qn Gm GY EEE GR Ge SE ee OS ED a ge a ee ee ee re eee oe ee eee ae Sha Sey ae ye 


e 
Sisto to 
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O 
_ 
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9 
oD 
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ii Ff 


50.Do you have a follow-up form or procedure to expedite the installa- 
tion of a suggestion aiter it has becn aeccpted? 
50.1 ... Yes. If yes, what co yew der 
BLO 2 smsmaaas ML 


a fe ho ae a ee le Or ie 


Cet oe ee ee OP ee Es ee © - - SO8 w S  eeeee ee 


51.Do you present the avrard to the suggester prior to the suggestion 
Pein>s put dito operation? 
Gall wy il; a No 


—- = 


Biles ._ Yes 


92.in your activity are formal presentation corcemonics used in pro= 
Senulns awards? 
= 2k Yes 
feee _...» No 


53.Who presents the award?  _—s_— meme, ._.al 
Merc is the award preSontUcd? gee eee 2 —_= 

54,Are hish awards presented in a different manner from low awards? 
moe, =(YOse If yess casplradimiy oo ee ee =< 

— . No 

eevou fecl that thc cash awards as nev provided arc: 

5 ol Teo Sak 

Gee. Abevt right 

Peers . oo aaa 
if you feel that the present cash award should tc ae 
creased Or decreased phoase Ladieateeyour Toeemmendatiem 


















a ole tonne ——— ee Le a 
Betpinetved Present Prescnt Recomncnded 
hamst Years Caen Percent of Pereent of 
Savings Avard First Years Er si ececm S 
| ele. ee I Soe eee 
es OOO | 50 Le 
 —— lO ith i: ii ei ee ya 
JLo Gl0 aE I / 5 ce 2 | 
~~ | OCT OC ECO! cS: Sino?) 7 


Dome @hat type of savines do you base your award? 
eel | Gross savings 
foes. s«CNNt ésssavings 


57-Uoces your activity supplement the cash award with some other forn 
GeeeeecOocnixion? 
ve mes, if yes, explain: | 


See ERS SE ee 8 a Oe ee ee ee ee ae ee ee 


bree __séNo ea eras 


femeoes your Sugecstion Committee make it a practice of revicvwineg 
suggestions a year after they have been adopted to sec if they are 
eee in cifcct and to comparc tne actual savings with the 
Seeimatcd savings? 
53.1 No 
Some __—s ‘Ys 
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59.Has your activity ever adopted any suggestions that were developed 
at other naval activitics? 
all Yes. If yes, How many? a 
ae No 
OOets prescnt, there are no previsions for cash ayardsiior snc 
adoption of a suggestion by other governmental agencies or depart- 
ments. Snould provisions be made whereby the suggester would 
meecive @ash avards 2ron ouner departucnts in return Bory tic aa 
Gee tne sugecstionr 
Onl No 
60,2 Yes 


oi,What has been the highest avard, including initial and additional 
aviards, paid at your activity for any onc suggestion to date? $ 
What vas the amount of cstimated annual savings for the first year 
Sapoperation of this suggestion? 6 





es 6 3S = 


Pow teaso insort data as called for pelo: 


- es See See 


el 
































For Number o Number of “Mumber of | Numbor of ffotal Amount 
QuarterBusecstiongsugecstions| Individual Mininun of Avards 
Peaeins BSubmittcd Adoptcd uggeestors wards Paid Paid 


(CmrO.00)__. 






ES ae et — 





ae 





OS, (i 
denjln4 
a 
_6=30-4 es ee 
“Column 4 asks for tho actual number of individual employees who 


submitted suggestions, Ivy an enployece submitted more than one 
Melesestion, count him only once. 


Pa ap el Ge Oe aD ed ee SG 


ars Be Imeem se ae se 


eee oes 6 2tese 8 ee eS E A w e e 


ft Sees se aS ewe see Le ore Seabee a owe = es Gere 





i Se Se ee 





53.For fiscal year 1949: 
63.1 What was the average number of civilian employees? 
63,2 What perecntage of the figure above represcnts women? Z, 
Gome ihat tras the avoraro cash award (initial plus additional)? 
63.4 What vas the percentage of adoptions resulting in tangible 
Savings? ss Z, 


Seige 1S the trend of your 1949 participation as compared with the 
same period in 1948? 
Gat Up 
64.2 Down 


Cs No change 


See@eacactc the approximate porcentage of the total suggestions re- 
Semm~ed in fiscal yoar 1949 which come undcr each of the folloving 
Seeeeorics: 

6541 Technical __% 65.2 ilechanical %& 65,3 Administration % 
Ome Production % 65.5 Clerical 


\ 








win a2 


66,Which of the following records do you maintain to assist you in 
adninisterine the programy 


Ocal 


ON 
CN 
6 


ONS] Ts Lo KC 


CNONON CN 
ON ON ON ON 
@ 


Alphabetical Name Pile 

Denartmcny. #erilc 

SUDICCT Tage 

Aviard “ianmer>s Fileo 

Serial Number Filo 

Other. (stare) sn a, ice eS _ 


67,1t is rccognized that some of the questions in this survey may be 
mesarded as leading ouestions, Have they given you any ide@gs 


@oich you 


intend to adopt in the future administration of your 


mencliciad Suggestion Progran? 


a 
Se. 


68 .Romarks:_ 


—- 


& 2a Oe ce oe Ae ce ee ces © ee 


Se oa eee eS ee ee ee Sl eee ee ee a ee eee Swe oS Sie 


—s i, 


2 Ee Se a ee ee 


& ae ee a ee ete St 


ee ae 
a 
s einthetetieed 


8 websted oo 6 I Ee Se wee SE Pe A Ce a ee ee ee we oe ee ee ee 


See 8 OS ES ee EE TS A ee (Oe ee ee ee ee ee 0 eee ee oe 


Gem eee ee ee a ee ee + ee a ee ee 


wes 
No 


= ee 6 oe eee ee aa SS Se Se i SS en a eee ee ee 


ee Se Se ee ee eS end 0 re Be ee eee ee ee 
ee eee Ee a a ee SS ee ee St Se Se 


C eae 29 oe 


Se ee bo ee eS ae ee Fee Se ee ee ee ee ee ee ee 


[a i ee eee 


ea OE TR ee Me EE See oo marae: =e ae ee. Seer OF 


om Bm i ae eee Serle Fr ee Ae oe ee ee se ee Ee Se SE ee SS Seo be Tt hee Oe ee -_— = 


ee 2S Besa 8s cS emt == eae wR eS 


eS ee ee SS © ee eS ee A ESS ee oe ee 


ee ee ee ea ee ee eo ee eee 
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Question ' 


Number 


22 


23 
al 
25 
26 
of | 
2s 
30 
31 
32 


33 
zh 


A 


Number 


SNDIX BD (continwed) 


; Aetivities ; 
Anevering ; 
rn reel 
31% : 
20% : 


(b)° 


(b)° 


(b) 


(bo)? 
(a); 


o8 ee &2@ 


119 
121 
120 
12h 
125 
124 
122 
121 
116 
120 
121 
121 
121 
119 
123 
122 
120 
119 
124 
122 
121 
121 
117 


wl 


5E% 
80% 
&0 


11% ; 


10¢ : 
50% : 


10% 
96 
90% 
12 
26% 
aug 


13% 


e828 @€8 S&¢ ese 6@ 


LOG 3 
6% : 
162 ; 


9% 
60% 
36% 
11 


35% 
72% 


Possible Resronsces 


2 


10% 


50 


TUS: 


59% 


S7t : 
60% : 


926 : 


A 


ous ; 
91% : 


bod : 


64. 
a7 


19 
65% 


PES : 


2 


11g : 


li 


~9T 


45 


: 1G 


57 
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54 


51 


of 
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APPENDIX D (continued) 








Question ; Number 





: Possible Responses 

tou, j diteien’ i; 2: 9, 4) 8 Te 
52 : 122 : 87% : 13% : : : 
54 : 119 : 2% : 76% : : | | 
ie  & «© ioh : 31%: 694: of: : 
56 : 116 Hug : 56% : 3 } 
57 3 121 : 59% 41 7 | : 
5S se : go: 1g: : 
mom : | ite ; Hos: 608: 
60 : 121 ; 186: Soe : . 
64. : 122 > 464 ; 29% 23% | 7 

66 ha 120 | 75 : 12 ; 67 | 46 79 ) 20 
ww 6: (Re ; 65%: 358 : : 3 . 


(a) Gertain questions that did not offer a choice of responses 


have been excluded; responses to those questions will be 
found in the diseussion of results. 


(ob) Some questione asked for more than one answer and in these 
questions the actual number of times the response was 
selected wili be shown rather than percentages. 
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APPENDIX & 


A GUIDE POR EVOLUSTING INTARAIBLE WeoweTiIone 


USED BY TRE ILLIWOIS CONTROL RAILROAD 














‘go : Helpfulness jas Originality zy Apoliesation (e) 
{Minor Ne jor: kxtreme: Common: Unusual: Locel: General 
$ 5.00 : =. : 
$10.00 x » ; x 
$10.00 xX ; x | x 
$15.00 ; x a i x 
$20.00 : x : 3 : x 
925,00 x 2: x 
$30.00 “x rx ms 
p40 .00 : x : x : x 
$50.00 ; 3 : 7 
$50.60 plue x 3 : x 











(ae) "Minor", "Major", ané "Extreme" are used to indicste 
the degrees of Helpfulness, thst is, added convenience, 
improved working conditions, or extent of safety improve- 
went. - 


(db) “Common® end "Unusual" have been eapoliec to Originality 
to differentiate between suggestions thet prooxtsce a 
new applicetion of a Known idee end those tht prorese 
en actual new ides. 


(ce) "Loeel® ond “General® cre the degrees of Applicettion. 


SOURCE: Illinois Central Reilroad Employee's Suggestion 
System, "Guides for Evaluating Sugwestions’”, p.2. 
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